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PREFACE 


In  August  1992,  the  Government  of  Alberta's  Department  of  Advanced 
Education  asked  a  group  of  academicians,  private  sector  colleagues  and 
educational  planners  to  look  at  the  future  of  the  post-secondary  education 
system  in  Alberta  in  the  light  of  both  fiscal  and  strategic  concerns.  The  fiscal 
concerns  relate  to  the  Government's  strategy  for  deficit  reduction  and  the  likely 
impact  on  Advanced  Education  -  the  fourth  largest  Government  Department  in 
terms  of  expenditure.  The  strategic  concerns  relate  to  the  perception  of  value 
delivered  by  the  system  and  the  requirement  for  the  system  to  respond  to  a 
changing  future. 

The  group  assembled  by  the  Department  began  meeting  in  October  and  ended 
its  work  in  December,  1992.  It  saw  its  task  as  outlining  generic  strategies  and 
tactical  options  from  which  the  Government  could  then  chose  to  develop  ideas 
and  proposals.  The  group  comprised: 

Professor  Stephen  Murgatroyd,  Athabasca  University 

Mr  John  Ballheim,  de  Vry  Institute,  Calgary 

Professor  Richard  Bauman,  University  of  Alberta 

Mr.  Len  Bolger,  Consultant 

Professor  Penny  Codding,  University  of  Calgary 

Professor  Roger  Gibbins,  University  of  Calgary 

Ms.  Wendy  McLachlin,  Grant  McEwan  Community  College 

Mr.  Stan  Martin,  Northern  Telecom 

Dr.  Bill  Spaans,  Northern  Alberta  Institute  of  Technology 

Dr.  Leslie  Vaala,  Lethbridge  Community  College 

The  group  was  not  asked  to  make  a  single  and  specific  recommendation  to  the 
Government  on  how  it  should  proceed.  Nor  was  this  the  only  effort  aimed  at 
looking  at  these  sets  of  issues.  The  Government  itself  had  an  internal  task-team 
working  on  the  same  task  and  all  institutions  and  stakeholders  affected  by  this 
discussion  were  asked  to  submit  proposals  and  ideas  for  consideration. 

This  document  is  thus  one  of  many  submitted  to  the  Department  for 
consideration.  Unlike  some  others,  it  does  not  come  from  a  group  seeking  to 
protect  an  institution  or  a  specific  model  of  the  system.  This  was  not  our  brief. 
Our  brief  was  to  imagine  what  options  the  Government  had  and  then  describe 
them.  It  was  also  our  brief  to  develop  options  for  public  consideration. 

Throughout,  the  group  was  helped  by  the  staff  of  the  Department  and  by  the 
willingness  of  the  group  to  work  together. 


Stephen  Murgatroyd,  PhD  FBPsS 
on  behalf  of  the  group. 
December  1992 
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OUTLINE 


The  document  is  arranged  in  a  number  of  sections. 

We  begin  with  a  review  of  the  system's  achievements  and  outline  some  of  the 
concerns  about  its  future  development.  These  concerns  include  an  analysis  of 
the  economic  assumptions  which  provided  a  background  to  our  work. 

We  then  document  a  number  of  principles  which  we  believe  should  inform  our 
discussion  of  the  future  of  the  system.  In  our  subsequent  analysis,  we  look  at 
the  strategic  options  in  terms  of  these  principles. 

We  then  describe  four  major  strategic  choices  for  the  Government  of  Alberta. 
These  are: 

•  A  market-driven  choice  which  uses  deregulation  and  performance 
management  as  a  basis  for  system  development. 

•  The  choice  to  simply  leave  the  system  as  it  is,  reduce  funding  and  seek 
efficiency  and  effectiveness  improvements  within  the  existing 
arrangements. 

•  The  choice  of  integrating  or  aggregating  the  system  to  create  a  tighter, 
more  integrated  system. 

•  The  choice  to  change  the  system  and  actively  promote  collaboration  and 
co-operation  as  a  means  for  reducing  costs,  duplication  and  improving 
effectiveness.  We  refer  to  this  strategy  as  integration/aggregation. 

These  strategic  choices  constitute  the  primary  set  of  choices  we  consider  open 
to  the  Government  of  Alberta. 

The  final  section  contains  a  very  brief  description  of  some  of  the  considerations 
the  group  gave  to  other  tactics. 
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ACHIEVEMENTS  OF  THE  SYSTEM 


Alberta  has  built  a  comprehensive,  regionally  distributed  network  of  post- 
secondary  institutions  which  have  been  permitted  a  great  deal  of  autonomy  to 
develop  since  their  founding.  This  loosely  coupled  system  has  produced  some 
significant  benefits  for  education,  for  the  Alberta  economy  and  for  society. 
These  achievements  need  to  be  fully  acknowledged  in  any  consideration  of  the 
future  development  of  post-secondary  education. 

Amongst  the  points  that  need  to  be  acknowledged  are  these: 

1 .  The  number  of  students  accommodated  in  the  system  has  been 
growing  steadily  for  a  number  of  years.  Despite  concerns  about 
overcrowding  and  loss  of  quality,  the  system  has  accommodated  this 
growth. 

2.  The  level  of  student  satisfaction  with  their  learning,  both  on  graduation 
and  after  a  period  in  the  work-force,  is  high. 

3.  Research  efforts  are  growing  in  the  Province.  This  builds  on  past 
research  efforts,  which  have  made  major  contributions  to  agriculture,  oil 
and  gas  exploration,  and  forestry  as  well  as  emerging  technological  and 
related  industries. 

4.  Canadian  industry  continues  to  show  confidence  in  the  quality  of 
graduates  from  institutions,  since  graduate  hiring  rates  appear  to  be 
high. 

5.  The  freedom  of  students  to  chose  has  been  increased  as  new  programs 
have  been  added  and  system  transferability  has  increased. 

6.  The  system  has  a  greater  degree  of  variety  than  some  other  systems. 

7.  Some  aspects  of  the  work  of  the  system  are  international  in  their 
perspective  and  some  have  achieved  recognition  as  world-class. 

8.  Independent  evaluations  of  teaching,  services  to  the  disabled  and 
disadvantaged  and  work  with  aboriginal  peoples  suggest  that  Alberta 
has  a  leadership  role  in  these  fields. 

These  factors,  and  others,  have  led  Albertans  to  be  rightly  proud  of  their  post- 
secondary  system  -  one  which  leads  Canada  in  expenditure  per  capita  -  and  has 
also  led  to  a  high  sense  of  local  community  ownership  of  their  institutions. 
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THE  NEED  FOR  CHANGE 


When  the  group  examined  the  facts  that  were  driving  change  in  the  post- 
secondary  system,  the  following  were  deemed  to  be  of  particular  importance: 


ECONOMIC  REALITIES: 

There  are  major  structural  changes  taking  place  in  the  world-economy 
which  will  have  a  medium  to  long-term  impact  on  the  Alberta  economy. 
These  changes  will  affect  commodity  prices  and  agriculture  for  a 
significant  period  of  time. 

Alberta's  current  mix  of  revenue  strategies  shows  low  annual  growth  and 
does  not  appear  to  permit  sustained  revenue  growth  to  occur. 

The  wealth  decline  of  Alberta's  own  economic  base  -  irrespective  of 
world  market  conditions  -  is  structural.  Resource-based  industries 
cannot  generate  the  revenues  needed  to  reduce  the  gap  between 
income  and  expenditure. 

Non-resource  industries  -  technology,  biotechnology  and  industries 
based  on  intellectual  properties  -  are  mobile  and  sensitive  to  taxation 
strategies.  The  NAFTA  agreement  encourages  greater  mobility  of  just 
such  industries. 

Post-secondary  education  -  education,  training  and  research  -  is 
essential  for  wealth-creation.  The  term  "wealth  creation"  is  used  here  to 
refer  to  sustainable  economic  and  social  development  which  would 
permit  Alberta  to  be  regarded  as  a  competitive  Province  within  NAFTA 
and  as  a  Province  with  a  high  degree  of  social  wellness. 

The  current  forecasts  of  Government  expenditure,  based  as  they  are  on 
the  need  to  manage  and  reduce  the  deficit,  suggest  that  there  will  be 
declining  Government  resources  available  for  post-secondary  education 
in  the  period  1992/3  -1996/7  and  beyond. 


We  can  portray  the  economic  realities  facing  the  Province  in  these  five  short 
points: 

•  Demand  for  services  from  the  post-secondary  system  is  increasing. 

•  Available  public  funding  for  advanced  education  is  at  best 
constant  and  most  probably  negative. 

•  Increased  demand  will  not  be  addressed  by  the  available  public 
funding  of  the  system. 

•  Increased  resources  to  meet  demand  must  therefore  come  from 
non-Government  resources. 
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•  New  sources  of  funding  will  not  be  sufficient  in  and  of  themselves 
to  permit  the  system  to  meet  demand  -  efficiency  and  effectiveness 
gains  are  therefore  also  needed. 


EDUCATION  AND  SOCIO-ECONOMIC  POLICY: 

Historically,  there  is  a  positive  correlation  between  level  of  education, 
employability  and  income:  people  have  come  to  expect  that  the  more 
education  they  receive  the  more  likely  they  are  to  remain  employed  and 
to  earn  above  average  wages. 

It  is  recognised  that  wealth  creation  in  a  post-modem  economy  requires 
knowledgeable  and  skilled  people  and  an  investment  in  research. 

There  is  a  public  policy  commitment  shared  by  all  major  Provincial 
political  parties  to  maintain  publicly  funded  post-secondary  education  at 
some  level. 

There  is  a  recognition  that  immigration  and  demographic  changes  will 
have  an  impact  on  post-secondary  education. 


DEMAND  FACTORS: 

There  is  a  significant  and  growing  demand  for  post-secondary  education. 

This  demand  comes  not  just  from  those  leaving  high  school  with 
appropriate  qualifications,  but  also  from  adults  who  have  spent  some 
time  in  the  workplace  and  from  those  in  work  seeking  part-time  post- 
secondary  schooling.  Lifelong  learning  is  a  reality. 

Not  all  demand  is  motivated  by  the  needs  of  individual  students  - 
employers  and  community  organizations  are  also  making  demands  on 
the  system. 

As  unemployment  grows,  so  does  demand  for  post-secondary  education. 

Demand  is  not  just  focused  on  training  and  career  related  programs,  but 
on  courses  and  programs  that  aid  personal,  community  and  social 
development. 

SYSTEMS  FACTORS: 

Alberta  has  built  a  significant  capital  infrastructure  for  post-secondary 
education  which  is  regionally  distributed. 

The  resultant  system  is  complex  and  not  easily  subject  to  "quick" 
analysis. 

There  is  an  absence  of  long-range  planning  in  the  system,  both  at  the 
macro  and  the  micro  level. 

Institutions  and  individuals  within  the  system  have  a  high  degree  of 
autonomy  -  the  system  is  loosely  coupled. 
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The  system  is  open  -  there  are  established  links  with  other  Provinces, 
and  students  and  staff  move  between  institutions  within  and  outside  the 
Province. 

A  variety  of  decisions  are  being  made  at  the  political  level  -  e.g.  degree 
granting  status  of  Colleges,  capital  funding  decisions  -  which  can  be 
seen  to  be  short  term. 

Performance  indicators  for  key  aspects  of  the  system  are  not  yet 
available. 


All  of  these  points  demand  action.  The  substance  of  this  document  is  aimed  at 
suggesting  action  steps  that  can  be  taken  so  as  to  meet  the  objectives  implied 
by  the  principles  outlined  below  and  to  further  develop  the  system.  The  overall 
aim  is  to  create  an  effective  system  of  post-secondary  education  that  can 
aid  wealth-creation  and  social  development  while  meeting  the  needs  of 
individuals,  institutions  and  the  Province  in  the  medium  to  long  term  at  a 
cost  within  our  means. 
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PRINCIPLES 


Some  planning  principles  emerged  from  our  discussions  that  should  inform  all 
decision-making  and  be  used  as  a  testing  ground  for  the  changes  which  the 
Department  eventually  wishes  to  make.  These  principles  apply  to  Institutions, 
Government,  employees  and  students. 

It  should  be  recognised  that  some  principles  conflict  with  one  another.  In  making 
strategic  choices,  Government  and  the  stakeholders  will  need  to  decide  which 
principles  should  act  as  a  key  determinants  of  strategy  and  which  should  not. 

These  principles  are: 

1.  Post-secondary  education  and  training  should  be  seen  as  key  to 
Provincial  wealth  creation  and  social  well-being. 

2.  There  should  be  accountability  in  education  and  training  by 
reference  to  performance  outcomes  that  are  valued  by 
stakeholders. 

3.  The  Post-Secondary  system  should  serve  a  variety  of 
stakeholder  interests. 

4.  There  should  be  equity  of  access  and  fairness  of  treatment  in 
dealing  with  students. 

5.  Fiscal  accountability  and  responsibility  should  be  a 
characteristic  of  the  system  at  every  level. 

6.  Capital  resources  should  be  fully  accounted  for  at  the  point  of 
use. 

7.  The  Post-secondary  system  should  encourage  a  high  degree  of 
co-operation  through  the  development  of  effective  working 
relationships. 

8.  Stakeholders  should  be  enabled  to  make  informed  choices  (the 
Right  to  Know  Principle). 

9.  Decisions  should  be  made  at  the  lowest  appropriate  level  of  the 
system. 

10.  Change  should  be  seen  as  ongoing. 

1 1.  Lifelong  learning  should  be  facilitated  by  the  system. 

12.  The  system  of  post-secondary  education  should  take  into 
account  the  regional  distribution  of  the  population. 


When  we  look  at  the  needs  of  a  specific  institution,  stakeholder  group  or  region, 
we  need  to  consider  all  of  the  principles  outlined  here. 
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Conclusion 

When  we  look  at  strategies  and  options  for  our  future  post-secondary  system  - 
some  of  which  will  appear  radical  -  there  is  a  need  to  test  them  against  these 
principles.  The  key  question  is:  what  combination  of  options  best  helps  the 
Province  demonstrate  these  principles  in  action? 

It  should  be  noted  that  the  material  which  follows  was  developed  in  the  absence 
of  a  vision  for  the  system:  what  should  the  system  be  aiming  to  become  over 
the  next  30-40  years?  The  system  as  a  whole  does  need  a  vision  and  it  is  an 
urgent  task  for  the  Department  of  Advanced  Education  and  Career  Development 
to  develop,  with  stakeholders,  a  clear  vision  statement  for  the  system. 


8 


COMMON  FEATURES  OF  THE  STRATEGIES 


When  the  group  examined  the  four  core  strategies  in  detail,  eight  key  areas  were 
seen  to  be  "in  common"  across  them.  In  this  section,  these  eight  areas  are 
highlighted  as  potential  areas  for  policy/system  development  which  need  to  be 
considered  both  on  their  own  merits  and  as  a  part  of  any  strategy  to  respond  to 
the  situation  in  which  the  system  is  now  placed. 

1 .  Changing  the  agency  role  of  Government. 

The  role  of  AAE&CD  and  other  Government  Departments  involved  in  post- 
secondary  education  will  change  if  any  of  the  generic  strategies  outlined  below 
are  adopted.  The  nature  of  the  change  in  the  role  of  AAE&CD  will  vary  from  one 
strategy  to  another.  What  all  have  in  common  is  the  idea  that  the  role  of 
Government  will  change.  These  changes  will  require  the  Department  to  review 
its  staffing,  its  competencies  and  its  relationships  to  other  stakeholders  in  a 
critical  and  developmental  way. 

2.  Deregulating  fees  and  program  approval. 

One  way  in  which  the  role  of  Government  will  change  if  any  one  of  the  strategies 
outlined  below  are  adopted  concerns  the  role  of  Government  as  regulator:  all  of 
the  strategies  outlined  below  involve  deregulation  of  the  post-secondary  system. 
This  does  not  mean  that  Government  abandons  concern  for  program  quality  or 
the  fees  charged  to  students.  On  the  contrary,  Government  should  be 
exercising  its  influence  in  the  "market"  so  as  to  ensure  high  value  at  the 
appropriate  cost.  How  it  does  this  varies  between  strategies. 

3.  Rationalising  the  Post-Secondary  System. 

All  of  the  generic  strategies  outlined  below  involve  elements  of  system 
rationalization.  The  specifics  again  vary  from  one  strategy  to  another.  For 
example,  in  the  market-driven  strategy,  rationalization  occurs  as  a  result  of 
institutions,  individually  and  collectively,  deciding  to  change  and  adapt  to 
circumstances  through  rationalizing  their  services.  In  other  strategies, 
rationalization  is  imposed  by  some  formal  Board  or  body. 

4.  Performance  Indicators. 

So  as  to  demonstrate  performance  in  terms  of  outcomes,  institutions  will  need  to 
adopt  an  agreed  set  of  performance  indicators  which  they  calculate  and 
represent  in  a  standardised  way.  This  is  required  in  all  strategies  and  is  in  fact 
something  that  many  institutions  are  now  working  on.  It  is  our  working 
assumption  that  such  indicators  would  be  publicly  available  and  that  they  would 
form  part  of  the  decision-making  process  at  many  levels  in  the  system.  Whilst 
we  are  aware  of  some  of  the  problems  associated  with  the  development  and  use 
of  performance  indicators  (see,  for  example,  Johns  and  Taylor,  19901),  these 
concerns  should  not  prevent  the  urgent  development  of  appropriate  measures. 


1  Johns,  J.  and  Taylor,  J.  (1990)  Performance  Indicators  in  Higher  Education. 
London:  Society  for  Research  in  Higher  Education/Open  University  Press. 
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5.  The  Need  for  Leadership. 

The  system  will  not  sustain  itself  under  present  funding  and  resource 
arrangements.  Change  is  essential.  To  effect  these  changes  will  require  a 
significant  display  of  leadership,  both  from  the  Government  and  from  the 
institutions.  This  leadership  needs  to  be  matched  by  skilled  managerial 
competence  at  every  level  of  the  system.  It  may  be  necessary  to  invest  in  the 
development  of  management  competencies  so  as  to  permit  some  of  the 
strategies  outlined  here  to  operate  effectively. 

6.  The  Need  for  Vision. 

The  strategies  are  presented  here  as  options  between  which  the  Government 
can  make  choices.  The  question  arises:  on  what  basis  should  the  choice  be 
made?  The  answer  is  simple:  the  choice  of  generic  strategy  is  a  function  of 
vision.  If  there  is  no  vision,  then  the  choice  will  be  made  on  the  basis  of 
expediency  and  political  appropriateness.  If  there  is  a  vision  guided  by  values, 
then  the  vision  and  values  will  guide  the  choice.  We  were  struck  by  the  absence 
of  a  vision. 

7.  The  Need  for  Investments  in  Management  Development. 

University  and  College  management  in  the  1990's  and  into  the  next  century  will 
demand  a  high  level  of  managerial  skill  and  an  understanding  of  the  nuances  of 
marketing,  total  quality,  fiscal  management,  asset  management  and  human 
resource  management.  The  systematic  development  of  competencies  in  these 
areas  will  be  required  in  all  post-secondary  institutions.  Alberta  will  need  to 
develop  training  and  support  for  institutional  management  if  the  strategy  it 
adopts  is  to  be  successful. 

8.  The  Need  to  Support  New  Initiatives. 

All  of  the  strategies  outlined  below  seek  to  provide  a  clear  mechanism  for  the 
encouragement  of  new  developments.  Again,  the  specific  mechanisms  differ 
from  one  strategy  to  another.  One  suggestion  made  was  that  the  Province  may 
wish  to  establish  an  Educational  Investment  Bank  with  the  mandate  to  support, 
on  a  cost  recovery  basis,  new  ventures  in  learning  in  the  system.  Whatever 
mechanism  is  chosen,  institutions  need  to  be  encouraged  to  take  risks  and  to 
look  at  new  opportunities  for  teaching  and  learning. 


This  list  in  itself  suggests  that  the  changes  to  be  recommended  below  are 
significant  and  substantial.  They  are.  It  is  the  view  of  the  group  that  the  scale  of 
the  changes  made  should  be  such  as  to  permit  the  system  to  experience  the 
challenge  of  its  circumstances  and  to  enable  renewal  to  take  place.  It  should  be 
noted  that  the  scale  is  no  different  from  the  nature  of  change  being  faced  by 
other  Canadian  institutions  and  Canadian  business. 
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STRATEGIES  FOR  CHANGE 


The  group  began  its  work  by  systematically  looking  at  options  for  change.  We 
provide  a  listing  of  these  options  in  a  later  section  of  this  document. 

On  the  basis  of  these  options  and  our  discussion  of  them,  the  group  then  sought 
to  cluster  the  options  into  generic  strategy  groupings.  Four  key  strategies 
suggested  themselves.  We  now  present  these  as  generic  strategies. 

The  strategies  are  not  presented  in  any  order  of  merit  or  demerit.  They  are 
simply  presented.  Because  the  four  strategies  were  drafted  by  different  group 
members  the  style  of  presentation  differs  slightly  between  one  strategy  and 
another.  These  differences  in  language,  the  use  of  categories  or  presentation 
should  not  be  taken  to  imply  preferences  on  the  part  of  the  group. 

The  strategies  are  developed  at  a  level  of  description  which  is  general  and 
inclusive  of  key  issues.  Detailed  operational  consequences  have  not  been 
examined.  This  was  not  possible  within  the  time  or  resources  available. 

The  strategies  are  "raw"  in  the  sense  that,  except  occasionally,  we  have  not 
sought  to  examine  consequences  for  specific  institutions.  Rather,  we  have 
sought  to  present  the  strategies  at  the  level  of  the  system  as  a  whole. 

Finally,  there  are  many  variations  within  a  generic  strategy.  What  we  wished  to 
draw  attention  to  was  the  "architecture"  or  key  thrusts  of  the  strategies.  Each 
can  be  varied  and  elaborated,  with  new  components  being  added  to  enhance  the 
strategy  itself. 
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STRATEGY  1: 

MOVING  TOWARDS  A  MARKET  DRIVEN  SYSTEM  OF 
POST-SECONDARY  EDUCATION 


Brief  Description 

The  objective  is  to  free  up  the  resources  within  the  system,  increase 
effectiveness  and  encourage  a  higher  degree  of  responsiveness  to  local  needs. 
In  this  way,  the  system  will  be  seen  to  be  able  to  meet  the  challenges  of  society 
as  well  as  the  needs  of  students  in  the  system  at  any  one  time.  By  stabilising 
public  investment,  encouraging  the  operation  of  market  forces  and  promoting 
quality,  the  costs  of  the  system  will  decline  overtime. 

The  present  system  is  highly  centralised  and  bureaucratic  when  compared  to  the 
strategy  and  model  proposed  here.  By  decentralising  and  deregulating  post- 
secondary  education,  efficiency  can  be  improved,  creativity  encouraged  and 
productivity  and  capacity  increased.  By  creating  a  more  responsive  and  flexible 
system,  the  needs  of  Alberta  can  be  met  in  a  cost  efficient  way. 

Most  institutions  find  it  difficult  to  change  except  under  pressure  from  external 
forces.  The  strategy  proposed  here  seeks  to:  increase  institutional  autonomy, 
increase  and  focus  the  influence  of  students  while  bringing  market  forces  to  bear 
on  the  development  of  post-secondary  education  in  the  Province.  Because 
funding  will,  to  a  large  extent,  be  distributed  directly  to  students,  the  strategy 
provides  more  choice  and  enables  the  achievement  of  equity  amongst  qualified 
students. 

Quality  would  be  assured  through  the  market  process  and  through  the 
establishment  of  an  independent  accreditation  agency,  modelled  on  the  workings 
and  experience  of  the  Private  Colleges  Accreditation  Board.  No  artificial  barriers 
to  private  sector  educational  development  would  be  erected. 

The  simplest  way  to  move  to  a  market-driven  system  would  be  to  permit  the 
institutions  to  set  their  own  fees  and  create  their  own  programs,  subject  only  to 
external  accreditation  by  an  independent  body.  Government  funds  would  be 
distributed  directly  to  students  rather  than  to  the  institutions,  with  a  proportion  of 
all  of  these  funds  being  loan-based.  Extra  financial  support  could  be  made 
available  to  those  in  need  in  order  to  ensure  equitable  access  to  post-secondary 
education. 


Assumptions: 


•  That  available  resources  for  Advanced  Education  (GRF)  will  be  flat  for 
the  period  1993  -1997  inclusive. 

•  The  system  will  need  to  accommodate  increased  demand  from  both 
high  school  graduates  and  adult  learners. 
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•  The  present  approach  of  decreasing  budgets  while  demanding  that  the 
system  do  more  will  not  succeed  because  the  current  system  does  not 
have  the  flexibility  to  react  to  supply-demand  pressure. 

•  The  existing  approach  to  financing  will  not  likely  be  able  to  produce 
more  places  while  maintaining  quality.  This  can  likely  only  be  done 
through  market-related  strategies  developed  and  implemented  by  local 
management. 

•  To  achieve  the  necessary  changes,  an  incentive  system  for  institutions 
to  improve  is  required  -  what  gets  done  is  what  gets  rewarded. 

•  Removing  the  cap  on  student  fees  and  permitting  institutional 
differences  in  fees  charged  would  create  a  need  for  market 
responsiveness  in  post-secondary  education  and  training.  Different 
institutions  could  charge  different  fees  for  the  same  course  or  program. 

•  Funds  provided  by  the  Government  should  be  more  heavily  allocated 
to  the  students  and  should  follow  them  in  the  system  -  the  money  could 
be  "managed"  through  SFB. 

•  Control  over  institutions  in  terms  of  which  programs  could  be  offered 
where  would  be  removed  -  all  new  programs  would  be  submitted  to  an 
Accreditation  Board  that  would  use  an  accreditation  process  to  be 
developed.  All  existing  programs  could  assume  accreditation  for  the 
period  1993  -1998. 

•  Once  a  program  had  been  approved  and  offered,  students  could  enrol 
and  carry  their  "funds"  to  that  institution.  Any  institution  would  be 
permitted  to  offer  any  program  in  Alberta,  provided  it  met  accreditation 
standards. 

•  Students  would  be  eligible  for  provincial  student  aid  only  if  enrolled  in 
an  accredited  program  and  institution. 

•  As  time  passes,  student  behaviour  will  be  the  primary  determinant  of 
the  shape  of  institutions  and  their  available  resources.  This  will  require 
institutions  to  be  focused  on  student  needs  and  expectations,  on  quality 
service  and  on  the  link  between  education  and  employment. 


How  Would  This  Work? 

Starting  in  1993/94,  AAE&CD  would  indicate  what  money  it  would  make 
available  via  SFB  for  students.  It  would  also  deregulate  fees  and  establish  a 
Post-Secondary  Programme  Accreditation  Board. 

The  Government  would  establish  accountability  measures  (performance 
indicators)  which  would  be  widely  publicised.  For  example,  the  statistics  for 
program  completion  rates,  employment  rates  and  average  salaries  of  students 
on  graduation  would  be  available  to  potential  students  so  that  they  could  make 
enlightened  program  choices.  Performance  indicators  would  be  both  generic 
and  specific  to  program  or  learning  activity.  The  Government  would  reserve  the 
right  to  allocate  special  funds  for  educational  needs  it  saw  as  important,  to 
monitor  the  use  of  public  resources  and  to  publish  performance  data. 
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In  the  deregulated  environment: 

•  Post-secondary  institutions  would  have  complete  control  over  revenue 
generated  by  tuition  dollars. 

•  Institutions  would  be  free  to  set  fees  at  any  level  they  deemed  to  be 
competitive. 

•  The  same  total  funding  would  be  available  to  the  system  as  is  planned 
for  at  this  time.  How  this  money  would  "flow"  through  the  system  would, 
however,  significantly  change.  Additional  funds  would  be  made 
available  to  the  Students  Finance  Board  (SFB)  replacing  funding  that 
used  to  be  made  available  directly  to  the  institutions.  Funds  would  be 
handled  as  follows:  (a)  direct  grants  to  post-secondary  institutions  would 
decrease  by  12.5%  per  annum  ($1 22.6m)  each  year  for  the  next  four 
years;  (b)  an  equal  amount  (or  less  if  economic  circumstances  required) 
would  be  allocated  to  SFB  and  be  distributed  as  loans  or  grants  to 
students  attending  Alberta's  post-secondary  institutions;  (c)  by  1996, 
direct  grants  to  institutions  would  be  one-half  of  1992  levels  .  The  actual 
percentages  and  dollar  amounts  cited  here  could  be  adjusted  (upwards 
or  downwards)  in  the  light  of  prevailing  economic  and  social  policy. 

•  The  importance  of  research  must  be  recognised  in  this  strategy. 
Procedures  for  ensuring  the  continued  use  of  research  resources  would 
need  to  be  developed,  possibly  through  the  unbundling  of  teaching  and 
research  funds. 

•  Depending  on  the  percentage  of  transferred  funds  which  would  be 
distributed  as  non-remission  loans,  this  system  could  significantly 
decrease  the  cost  of  post-secondary  education  to  the  taxpayers,  since 
loans  are  repaid.  Saved  costs  could  be  assumed  by  the  student  who 
received  direct  benefit  from  education,  or  this  money  could  be 
reinvested  to  "grow"  the  system  and  meet  expected  increases  in 
demand. 

•  Per  student  funds  to  institutions  may  need  to  take  into  account  the  costs 
of  programs  offered.  This  may  be  necessary  to  prevent  cross- 
subsidisation  of  programs  within  and  between  institutions.  [It  is  noted 
that  this  would  require  each  institution  to  track  and  monitor  individual 
program  costs  -  many  institutions  do  not  do  this  at  this  time.  The  way  in 
which  this  is  done  would  need  to  be  established  and  standardised]. 

•  Current  SFB  procedures  would  be  used  to  ensure  that  academically 
qualified  students  would  not  be  denied  access  to  education  for  financial 
reasons  alone.  What  constituted  an  "academically  qualified  student"  for 
a  program  would  be  defined  institutionally  each  academic  year. 

•  Institutional  planning  would  be  facilitated  by  the  growing  ability  to  predict 
student  volumes  over  time  -  this  might  prove  much  more  stable  a 
prediction  than  seeking  to  "second  guess"  Government  policy. 

•  Different  institutions  could  develop  widely  different  tuition  fee  strategies 
based  on  their  costs  and  their  assessment  of  the  perceived  value  of  the 
programs  they  offer. 
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•  If  students  assume  a  greater  responsibility  for  the  costs  of  their 
education,  they  are  likely  (as  customers  do  in  other  parts  of  the  service 
economy)  to  demand  efficiencies  and  quality  improvements  in  programs 
and  their  delivery.  Being  market  sensitive  should  also  force  internal 
economy,  quality  improvement  and  service  delivery  development. 

•  As  the  system  developed,  student  behaviour  and  employer  expectations 
(to  the  degree  that  employer  requirements  are  seen  as  important  by 
students)  would  be  primary  determinants  of  the  shape  of  institutions  and 
their  available  resources.  This  would  require  institutions  to  focus  on 
student  needs  and  expectations,  give  constant  consideration  to  quality 
and  service  and  to  review  constantly  the  value-adding  nature  of  their 
work.  AAE&CD  could  provide  information  about  labour  demand,  acting 
as  a  voice  for  several  Government  departments. 


The  Advantages  of  Market-Driven  Post-Secondary  Education 

The  group,  in  looking  at  this  model  at  a  general  level,  suggested  the  following 
advantages: 


1 .  It  encourages  the  development  of  a  new  culture  for  change  and 
creativity  which  can  lead  to  productivity,  cost  control  and  improved 
institutional  performance  for  students,  business,  community  and  society. 

2.  It  simplifies  and  reduces  the  role  of  Government  in  the  delivery  of  post- 
secondary  education  and  locates  critical  decisions  at  the  level  of 
institutions.  Government's  role  is  one  of  determining  guide  prices  for 
program  areas,  managing  SFB  and  accreditation  systems  and  seeking 
to  gain  efficiency  in  the  system.  It  is  also  responsible  for  ensuring  that 
appropriate  performance  indicators  are  developed  and  made  available 
for  all. 

3.  Advantages  to  post-secondary  institutions  include:  (a)  increased 
autonomy;  (b)  more  ability  to  manage  their  resources;  (c)  empowerment 
to  the  level  nearest  the  student  becomes  more  possible;  and  (d) 
increased  ability  to  think,  plan  and  act  strategically. 

4.  Institutional  autonomy  is  not  only  protected,  but  strengthened.  All  are 
free  to  charge  such  user  fees  as  they  think  the  market  will  bear  and  to 
design  and  deliver  programs  that  become  accredited.  Critical  decisions 
thus  get  made  nearest  to  the  student.  This  approach  encourages  and 
enables  institutions  to  develop  their  strengths  and  maximise  their 
capabilities.  In  short,  institutions  are  free  to  manage  themselves  and 
make  decisions  which  enable  them  to  plan  and  work  in  a  strategic 
fashion. 

5.  All  existing  programs  would  be  "grandfathered"  initially  into  the  new 
accreditation  process,  but  would  eventually  have  to  submit  to  full  and 
periodic  review.  All  new  programs  would  be  fully  evaluated  by  a 
systematic  process.  This  would  make  Alberta  a  leader  in  Canada  for 
program  quality  assurance. 
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6.  Individual  autonomy  of  students  would  rise.  Students  could  make 
decisions  on  the  basis  of  published  information  about  performance  and 
price  and  better  information  would  need  to  be  available  to  students  than 
at  present  so  as  to  permit  these  decisions.  Student  movement  would 
not  be  inhibited,  since  funding  would  follow  the  student  not  the 
institution. 

7.  By  linking  institutional  development  growth  to  performance  (because 
students  carry  their  funds  with  them),  market-driven  post-secondary 
education  is  likely  to  produce  higher  levels  of  efficiency  than  seeking  to 
achieve  efficiency  through  regulation. 

8.  The  freeing  of  controls  over  both  fees  and  program  development  would 
permit  new  entrants  into  the  marketplace  for  post-secondary  education. 
The  staged  support  system,  as  outlined  above,  would  permit  institutions 
to  develop  strategies  and  plans  overtime  to  meet  the  challenges  of  this 
new  system. 

9.  The  freeing  of  controls  over  both  fees  and  program  development  could 
permit  new  collaborative  arrangements  designed  to  secure  accreditation 
and  prices  needed  for  growing  the  student  body. 

10.  The  quasi-market  conditions  that  would  emerge  after  a  period  of 
adjustment  would  encourage  and  enable  greater  specialisation  in  the 
system. 

1 1 .  New  levels  of  accountability  would  emerge  -  accountability  to  students 
(since  money  follows  student  behaviour),  to  the  marketplace  for 
information,  to  accreditation  agencies,  to  AAE&CD  for  performance 
indicators  and  within  institutions  for  cost  containment  and  value  added. 

12.  Driving  growth  and  development  through  a  quasi-market  in  which  both 
program  and  fees  are  deregulated  might  encourage  a  higher  level  of 
institution:industry  partnership. 

The  Disadvantages  of  Market-Driven  Post-Secondary  Education 

The  group,  again  looking  at  the  proposal  at  a  general  level,  saw  the  following 
disadvantages: 


1 .  Resistance  to  change  would  require  a  detailed  and  thought-through 
implementation  plan,  well  orchestrated  by  effective  implementation 
efforts. 

2.  Not  all  existing  programs  would  continue  to  be  available  to  all  students 
in  all  parts  of  the  Province  at  equal  cost.  While  it  is  questionable 
whether  the  system  we  now  have  is  affordable,  the  reduction  of  choice 
and  the  requirement  to  pay  differential  fees  for  the  same  program  might 
be  seen  by  some  as  a  disadvantage. 

3.  As  SFB  becomes  a  primary  funding  agency,  measures  will  be  needed  to 
ensure  that  able  students  are  not  denied  access  for  financial  reasons. 
Also,  systematic  efforts  will  be  needed  to  maintain  high  levels  of  loan 
repayment. 
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4.  Capital  expenditure  for  buildings  and  equipment  would  need  to  be 
fundamentally  re-examined.  Means  to  ensure  that  ageing  physical 
plants  have  resources  made  available  for  maintenance  is  important  and 
cannot  be  ignored.  At  this  time,  capital  is  set  aside  from  delivery  costs. 
In  the  system  outlined  here,  there  are  some  choices  to  be  made. 
Amongst  them  are  these:  (a)  Government  could  chose  to  respond  to 
capital  requests  on  the  basis  of  formula  funding;  (b)  all  capital 
expenditure  could  be  directed  to  support  the  existing  infrastructure,  with 
the  Institutions  themselves  assuming  responsibility  for  capital  expansion; 
(c)  Government  could  require  all  future  capital  to  be  raised  from  the 
private  sector;  (d)  institutions  could  be  encouraged  to  sell  off  capital 
assets  -  residences,  for  example,  or  surplus  land  -  to  meet  expansion 
requirements  and  upgrading;  or  (e)  institutions  could  assume  full 
responsibility  for  capital.  These  options  could  be  used  in  combination  to 
meet  growing  capital  demands  overtime.  What  needs  to  be  recognised 
is  that  capital  assets  are  a  key  part  of  the  costs  of  service  and  they 
should  be  treated  accordingly. 

5.  The  issue  of  quality  control  may  be  seen  by  some  as  a  disadvantage.  At 
this  time,  institutions  are  able  to  act  with  varying  degrees  of 
independence  in  the  development  and  delivery  of  programs.  The 
proposed  system  has  these  features:  (a)  the  market  would,  over  time, 
develop  quality  features  and  assumptions  of  its  own  and  behave 
accordingly;  (b)  the  new  Accreditation  Body  would  quickly  establish 
protocol  and  effective  procedures  for  quality  assurance,  based  in  part  on 
the  work  of  the  Private  Colleges  Accreditation  Board;  (c)  the  Department 
of  Advanced  Education  and  Career  Development  would  publish 
performance  data  based  on  agreed  performance  indicators  as  a  further 
quality  assurance  measure.  The  Accreditation  Board  would  need  to  be 
established  quickly  and  could  be  sectoral  (i.e..  sub-groups  for  University 
Programs,  College  Programmes,  etc.),  regional  (different  Boards  for 
different  geographic  regions)  or  Provincial. 

6.  The  system  in  Alberta  is  not  closed.  If  Alberta  made  these  moves  and 
other  Provinces  did  not,  there  could  be  a  net  outflow  of  staff  and 
students  and  this  might  jeopardise  the  ability  of  the  system  to  manage 
the  transition  from  a  regulated  to  a  deregulated  market.  This  is  one 
pessimistic  scenario.  It  may  also  be  the  case  that  institutions  would  start 
to  work  hard  to  systematically  attract  students  from  other  Provinces  and 
other  countries. 

7.  This  system  would  take  time  to  "settle"  and  there  are  likely  several  risks 
that  would  be  taken  by  institutions,  not  all  of  which  would  be  successful. 

IMPLEMENTATION  ISSUES 

There  are  a  number  of  issues  the  group  examined  which  can  be  regarded  as 
primarily  concerned  with  the  implementation  of  such  a  significant  change  in 
policy  and  practice  in  the  Province.  We  summarise  these  issues  here. 

Transition  Costs.  Initial  developments  -  changing  the  basis  of  funding, 
creation  of  a  new  accreditation  body,  rethinking  SFB  and  dealing  with 
capital  -  may  require  some  one-time  allocations  to  create  necessary 
adjustments  to  the  system.  Precedents  from  other  jurisdictions  could, 
however,  be  used  to  help  make  the  adjustments  easy  and  direct. 
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People  transitions.  It  may  be  the  case  that  institutions  have  to 
abandon  or  change  traditional  methods  of  working  -  tenure,  for  example 
and  current  staff:student  or  teaching:research  loads  -  so  as  to  create  the 
flexibility  needed  to  make  a  market-driven  system  work. 

Institutional  Pressure.  Existing  institutions  will  pressure  the 
Government  to  deregulate  fees  and  control  over  program  development, 
but  to  leave  resourcing  at  the  institutional  level.  By  resisting  the  transfer 
of  buying  power  to  the  student,  the  institutions  are  seeking  to  create 
protection  for  themselves  against:  (a)  greater  student  choice  and 
empowerment;  (b)  the  entrance  of  new  providers  into  the  market  place; 
and  (c)  the  growth  of  program  choice  within  the  system. 

Specialisation.  Overtime,  a  market-driven  system  is  likely  to  give  rise 
to  more  focused  and  specialised  institutions  which  develop  Canada-wide 
and  world-class  reputations  in  their  speciality.  This  will,  however,  take 
time  to  appear.  The  Government  could  provide  some  encouragement  to 
institutions  to  specialise. 

Low  Demand  Programmes  but  Essential  to  the  Institution.  Not  all 

necessary  programs  offered  by  an  institution  are  in  high  demand.  For 
example,  the  argument  will  be  put  that  classics  is  not  a  high  demand 
subject,  but  the  system  would  be  impoverished  if  we  lost  the  capacity  to 
teach  classics.  Institutions  have  to  make  these  judgements,  not  Alberta 
Advanced  Education  and  Career  Development.  Further,  they  have  to  do 
so  at  the  level  of  both  program  and  institutional  integrity  and  money. 
The  issue  is:  if  it  is  important,  then  it  must  be  paid  for  -  it  becomes  part 
of  the  user-fee  pricing  strategy  and  the  efficiency  strategy  within  the 
institution. 

Who  will  make  decisions?  The  move  to  a  more  market-driven  system 
will  involve  some  significant  changes  for  institutions.  For  example,  it 
could  involve  some  mergers  of  institutions  (if  the  institutions  concerned 
feel  that  this  would  be  in  their  best  interests),  some  "rightsizing"  or 
"downsizing"  or  some  program  closures.  Further,  it  is  likely  that  some 
decisions  will  be  made  in  a  very  short  time  period.  The  temptation  for 
Government  to  intervene  will  be  high.  The  real  focus  of  control  should 
be  at  the  level  of  the  institutions  themselves.  Government  may  wish  to 
make  some  general  legislative  changes  -  i.e..  to  the  Universities  Act  - 
which  would  facilitate  speedy  responses  by  the  institutions. 

How  would  Private  Institutions  be  treated?  Under  this  proposal,  the 
number  of  Albertans  coming  to  a  Private  College  for  a  degree  would  be 
the  sole  determinant  of  the  income  gained  by  a  Private  College  from  the 
Province.  In  a  sense,  the  Private  Colleges  (who  are  already  fee 
deregulated  and  unable  to  call  for  capital  resources  from  the  Province) 
would  benefit  considerably  from  this  proposal. 

Out  of  Province  Students.  What  other  Provinces  pay  for  education  is 
not  a  matter  that  the  Alberta  Government  can  regulate.  However,  inter- 
Provincial  agreements  would  be  needed  to  settle  this  question. 

Graduate  Students.  The  arrangements  outlined  here  relate  primarily  to 
undergraduate  students.  What  should  happen  to  graduate  students  in 
terms  of  funding  and  the  market  economy?  While  their  work  is 


important  to  wealth  creation,  how  many  students  and  where  they  should 
study  are  important  considerations. 

Seeking  to  control  volumes  by  discipline.  Some  Governments  that 
have  embarked  upon  this  route  have  attempted  to  determine  both  the 
guide  price  for  students  and  the  volumes  by  discipline.  Governments 
generally  have  a  poor  ability  to  forecast  labour  demand,  and  the  actual 
needs  of  the  Alberta  economy  may  not  quickly  translate  into  student 
behaviour.  Our  advice  would  be  to  let  the  market  determine  volumes  by 
discipline. 

Professional  Roles  in  Determining  Demand.  Some  professional 
bodies  -  e.g.  medicine,  accounting,  law  -  are  concerned  about 
overproduction  of  graduates  in  the  system.  They  may  seek  to  intervene 
in  a  quasi-market  to  control  entry  into  programs  or  through  entry  into  the 
profession  subsequent  to  program  completion.  How  they  would  do  this 
would  need  to  be  determined. 

Student  Rights  -  The  Right  to  Know.  Since  students,  employers  and 
professional  bodies  become  acknowledged  as  players  in  the  system  they 
will  make  key  decisions.  Their  behaviour  will  determine  the  shape  of  the 
system.  To  ensure  that  these  "players"  make  good  decisions,  they 
should  have  certain  Rights  protected  in  a  Charter  of  Rights  (the  UK 
Government  has  enacted  legislation  spelling  out  these  rights).  These 
rights  should  include  the  right  to  see  performance  data  for  the 
program(s);  the  right  to  know  just  what  costs  are  to  be  incurred  in 
studying  a  particular  program  at  a  particular  institution;  and  a  right  to 
know  what  services  and  support  they  as  students  or  employers  are 
entitled  to,  etc.  They  should  also  have  the  right  to  complain  to  a 
Provincial  Ombudsman  for  Post-Secondary  Education. 

Changing  SFB.  A  critical  player  in  the  scheme  envisaged  here  is  the 
Students  Finance  Board.  They  need  to  be  enabled  to  adjust  their 
operations  to  reflect  their  new  role  in  the  system  and  to  become 
effective  in  securing  the  return  of  loans. 


CONCLUSION 

This  option  shows  considerable  promise  for  rethinking  the  post-secondary 
system  from  the  bottom  up.  It  places  emphasis  on  driving  change  in  response  to 
demonstrable  student  behaviour.  Efficiency  is  promoted  by  a  measure  of 
market  forces,  cushioned  by  income  guarantees  from  Government  on  a  per 
capita  basis. 

Transition  to  the  market  system  from  a  publicly-funded  system  will  not  be  easy 
and  a  great  deal  of  thought  will  need  to  be  given  to  transition  mechanisms  (see 
below).  Nonetheless,  this  option  carries  the  potential  of  significant  gains  over 
our  current  model. 
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Application  of  Principles 


1 .  Post-secondary  education  and  training  should  be  seen  as  key  to 
Provincial  wealth  creation  and  social  well-being. 

Wealth  creation  is  dependent  on  the  creation  of  ideas  and 
competitiveness,  both  of  which  in  turn  depend  on  the  development  of 
a  well-educated  and  skilled  population.  Opening  the  system  to 
market  forces  encourages  local  autonomy  and  responsiveness.  Both 
of  these  are  seen  as  key  ingredients  for  the  development  of  wealth 
creation.  Both  also  are  key  to  creativity,  responsiveness,  increased 
effectiveness  and  better  cost  control. 

2.  There  should  be  accountability  in  education  and  training  by 
reference  to  performance  outcomes  that  are  valued  by 
stakeholders. 

In  this  model,  the  market  place  assesses  institutions  constantly  by 
reference  to  their  actual  performance.  Institutions  should  also  be 
required  to  publish  and  make  available  to  all  an  annual  digest  of  their 
performance. 

3.  The  Post-Secondary  system  should  serve  a  variety  of 
stakeholder  interests. 

The  present  system  appears  to  have  an  inadequate  balance  of 
authority,  with  Government  and  institutional  administrators  being  key 
"gatekeepers".  By  opening  up  the  system  to  competition,  by  requiring 
the  annual  publication  of  performance  indicators,  by  ensuring  that 
students  carry  their  own  funds  and  "flow"  them  through  the  system 
through  their  own  behaviour,  a  wider  range  of  stakeholders  will  hold 
decision-making  power.  This  is  in  keeping  with  this  principle. 

4.  There  should  be  equity  of  access  and  fairness  of  treatment  in 
dealing  with  students. 

Equity  of  access  is  managed  in  this  strategy  by  the  workings  of  the 
SFB.  Equity  relates  not  to  the  availability  of  programs  in  all  regions, 
but  to  the  right  of  students  to  attend  those  programs  as  offered. 
Fairness  should  be  supported  by  the  right  of  students  to  make 
choices  and  by  the  access  to  information. 

5.  Fiscal  accountability  and  responsibility  should  be 
characteristics  of  the  system  at  every  level. 

The  market  model  is  predicated  on  this  principle:  if  institutions  are 
not  fiscally  accountable  this  will  be  reflected  in  the  fees  they  charge 
and  in  the  behaviour  of  students. 

6.  Capital  resources  should  be  fully  accounted  for  at  the  point  of 
use. 

In  this  strategy,  institutions  will  be  held  directly  accountable  for  capital 
expenditure  and  capital  revenue  generation.  They  will  also  have  to 
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recognise  capital  costs  as  real  costs  in  the  fee  charged  to  students. 

7.  The  Post-secondary  system  should  encourage  a  high  degree  of 
co-operation  through  the  development  of  effective  working 
relationships. 

In  the  search  for  efficiency  and  effectiveness,  institutions  will  need  to 
consider  partnership  arrangements  to  effect  economies  of  scale. 
These  arrangements  may  well  be  with  other  educational  institutions, 
though  they  could  also  be  with  other  public  or  private  sector 
organizations.  As  the  system  emerges,  co-operation  will  become 
increasingly  important. 

8.  Stakeholders  should  be  enabled  to  make  informed  choices  (the 
Right  to  Know  Principle). 

The  strategy  outlined  here  requires  the  annual  publication  of 
performance  indicators,  including  cost  data  and  information 
concerning  hiring  and  recruitment.  This  will  ensure  that  the 
requirements  of  this  principle  are  met. 

9.  Decisions  should  be  made  at  the  lowest  appropriate  level  of  the 
system. 

As  institutional  autonomy  grows  along  with  increased  accountability 
for  performance,  the  institutions  will  become  the  key  decision 
makers.  As  experience  develops,  institutions  are  likely  to  pass 
decision  making  down  their  own  organisational  charts  to  ensure  that 
the  decisions  are  made  at  the  most  appropriate  level. 

10.  Change  should  be  seen  as  ongoing. 

This  strategy  is  built  around  market  responsiveness.  This  requires  a 
focus  on  continuous  improvement  and  change. 

1 1.  Lifelong  learning  should  be  facilitated  by  the  system. 

As  demand  for  lifelong  learning  grows,  the  institutions  will  seek  to 
meet  this  demand  in  appropriate,  cost-effective  ways. 

12.  The  system  of  post-secondary  education  should  take  into 
account  the  regional  distribution  of  the  population. 

The  term  "take  into  account"  does  not  mean  that  there  should  be 
equity  of  provision  of  programs  in  all  regions  of  the  Province.  By 
making  better  use  of  collaborative  arrangements,  new  technology  and 
transfer  programs,  account  can  be  taken  of  regional  needs  and 
regional  differences.  SFB  funding  may  also  need  to  reflect  the  reality 
that  students  may  need  to  move  between  regions  so  as  to  meet  their 
educational  objectives. 


STRATEGY  2: 

IMPROVING  EFFICIENCY  AT  ALL  POST-SECONDARY 
INSTITUTIONS 


Basic  Description 

Against  the  background  of  a  long  range  vision,  Government  must  prepare  a 
strategic  plan  for  the  development  of  the  system  which  reflects  the  fact  that 
demand  for  education  will  outstrip  the  capacity  of  the  system  as  we  know  it 
today.  The  plan  needs  to  envisage  institutions  accepting  greater  responsibility  in 
maintaining  and  enhancing  the  quality  of  education  while  operating  within  the 
economic  and  fiscal  realities  of  the  coming  years. 

Alberta  Advanced  Education  and  Career  Development  sets  out  and  makes  firm 
its  intention  to  stand  by  a  five-year  rolling  plan  for  Provincial  expenditure  on 
operating  and  capital  for  post-secondary  education.  This  plan  should  also  outline 
assumptions  made  under:  (a)  system  aggregate  enrolment  levels;  and  (b)  the 
anticipated  measurable  outcomes  of  the  system.  In  this  regard,  AAE&CD 
becomes  a  purchaser  of  educational  services.  In  the  light  of  this  plan,  each 
institution  should  then  prepare  a  five  year  business  plan  outlining:  (a)  program 
mix  and  projections;  (b)  revenue  and  expenditure  plans;  (c)  staffing  and  program 
innovation;  and  (d)  capital  developments  and  replacements. 

The  performance  outcomes  should  be  measured  systematically.  Alberta 
Advanced  Education  and  Career  Developmentshould  conduct  outcome-focused, 
value-for-money  audits  to  ensure  that  the  system  has  produced  valued  learning 
at  appropriate  costs.  A  reward  system  should  recognise  institutions  which 
optimise  access  and  effectiveness. 

A  new  initiatives  funding  bank  should  be  established  to  provide  start  up  funding 
for  new  programs  and  collaboration/co-operation  between  institutions.  Dollars 
for  this  bank  would  be  diverted  from  AAE&CD's  overall  program  funding. 

Assumptions 

•  A  high  volume  of  enrolment  growth  without  loss  of  quality  is  possible 
during  a  period  of  funding  reduction  if  accompanied  by  a  systematic 
focus  on  efficiency  throughout  the  system. 

•  Currently  unused  capacity  allows  the  system  to  take  in  more  students. 

•  Existing  institutions  and  their  physical  facilities  are  deployed  about  the 
Province  in  such  a  way  that  provides  for  a  sound  capital  infrastructure 
for  improved  efficiency. 

•  A  system  of  rewards  stimulates  and  supports  institutional  pursuits  to 
become  more  efficient  and  effective. 
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How  Would  This  Work? 


•  Alberta  Advanced  Education  and  Career  Development  lays  out  a  five- 
year  rolling  fiscal  and  operational  plan  for  the  system  as  a  whole  which 
takes  into  account:  (a)  the  fiscal  realities;  (b)  expected  demand  growth; 
(c)  deregulation  of  fees  and  program  approval;  and  (e)  a  new  focus  on 
outcome  and  performance  measurement.  A  key  part  of  the  plan  is  for 
AAE&CD  to  reduce  overall  expenditure  in  line  with  the  Government's 
deficit  management  strategy. 

•  Operating  and  capital  funding  is  initially  distributed  to  institutions  in  the 
same  overall  proportions  as  the  present  grant  distribution.  Only 
significant  changes  in  the  economic  position  of  the  Province  should  lead 
to  plan  adjustment.  The  plan  can  thus  be  confidently  relied  upon  for 
medium  term  planning  purposes  by  the  institutions. 

•  AAE&CD  establishes  a  New  Initiatives  Funding  Bank  with  some  of  the 
dollars  freed  up  by  systematic  grant  reductions.  Institutions  eek  loans  or 
grants  from  the  Bank  in  support  of  initiatives  and  in  exchange  for  agreed 
performance  outcomes. 

•  Each  institution  submits  a  standardised  and  fully-costed  rolling  five-year 
performance  management  plan  aimed  at  meeting  the  fiscal  targets  and 
the  demand  expectations  within  their  resources  (i.e.  no  deficit  over  the 
life  of  the  plan).  These  plans  should  show:  (a)  program  mix,  including 
changes  due  to  rationalization  and  new  initiatives;  (b)  projected  revenue 
and  revenue  sources,  including  projected  fees;  (c)  annual  enrolment 
projections  as  well  as  the  distribution  of  these  enrolments  by  program 
and  time;  (d)  projected  completion  rates  and  graduation  rates  by 
discipline  or  program  area;  (e)  projected  research  and  evaluation 
initiatives;  (f)  use  of  innovative  instructional  technologies,  methods  and 
design  which  will  increase  access  at  lower  costs;  (g)  staffing  workloads 
and  profile  of  instructional  and  support  staff;  (h)  partnership  initiatives 
with  industry;  (i)  projected  streamlining  of  support  and  ancillary  services. 

•  Performance  audits  of  each  institution  are  undertaken  by  AAE&CD 
every  3  years  using  accreditation-like  procedures,  performance 
indicator  analysis  and  qualitative  and  quantitative  audits  of  the  business 
plan. 

•  Performance  is  rewarded  in  the  system  differentially.  Those  institutions 
failing  to  meet  agreed  objectives  have  their  grants  reduced.  Those 
institutions  that  meet  agreed  strategic  objectives  receive  the  full  amount 
of  their  agreed  grants.  Those  that  exceed  agreed  targets  are  rewarded 
according  to  a  predetermined  scale  agreed  with  AAE&CD.  Total 
expenditure  does  not  exceed  the  amounts  agreed  in  the  AAE&CD 
strategic  plan. 
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The  Advantages  of  This  Strategy 


•  Operating  decisions  are  made  at  the  lowest  level  of  the  system. 

•  Creativity  and  innovation  are  promoted  and  rewarded. 

•  Optimisation  of  the  use  of  existing  facilities  is  encouraged. 

•  Government's  role  in  institutional  affairs  becomes  one  of  service 
purchaser. 

•  Planning  information  is  made  available  within  the  system  and  can  be 
consolidated  into  an  overall  system-wide  strategy. 

•  New  program  introduction  is  encouraged  and  more  easily  attained. 

•  Collaboration  and  co-operation  is  likely  as  institutions  become  more 
conscious  of  the  cost  effective  delivery  of  programs. 

•  An  entrepreneurial  spirit  is  encouraged.  The  vitality  of  the  institutions 
will  reflect  the  quality  of  their  programs  and  the  efficiency  of  their 
operations. 

•  A  higher  level  of  managerial  competence  will  be  required  to  develop, 
and  implement  the  type  of  business  plan  required  by  this  model. 

•  A  systematic  increase  in  capacity  will  be  realised. 

•  Funding,  and  therefore  cost  to  the  taxpayer,  is  reduced  overtime  on  a 
planned  and  effective  basis. 


Disadvantages 


There  are  a  number  of  disadvantages  to  this  strategy.  Amongst  them  are  these: 

•  So  as  to  meet  cost-reduction  targets,  institutions  may  shed  high  cost 
programs  in  favour  of  least-cost  programs.  The  result  may  be  an 
inappropriate  mix  of  programs  and  skills. 

•  There  is  a  potential  for  labour  strife  as  Collective  Agreements  would 
clearly  need  to  be  renegotiated.  The  outsourcing  of  some  services  and 
the  removal  of  others  might  also  add  to  this  problem.  As  the  system 
developed,  tenure  of  academic  staff  would  also  be  an  issue. 

•  The  strategy  would  take  time  to  mature. 

•  Equity  and/or  gender  issues  might  give  rise  to  short  to  mid-term 
problems  for  institutions  committed  to  gender  and  employment  equity. 
Institutional  restructuring  would  exacerbate  these  issues. 

•  In  the  short  term,  the  focus  on  restructuring,  refinancing  and  meeting 
demand  may  detract  from  the  task  of  research. 
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Conclusion 

This  option  will  allow  institutions  to  assume  responsibility  for  maintaining  and 
enhancing  the  quality  of  education,  while  operating  within  the  fiscal  realities  of 
the  coming  years.  It  recognises  and  respects  the  current  infrastructure,  while 
reducing  the  role  of  Government  in  funding,  controlling  and  operating  the 
system. 

In  this  model,  institutions  with  relevant,  leading  edge  programs,  coupled  with 
strong  management  and  marketing  skills,  will  flourish  while  a  progressive 
rationalization  of  low  value  programs  will  also  occur  throughout  the  system. 

Access  to  post-secondary  education  is  a  fundamental  driver  in  this  model. 
Institutions  will  necessarily  become  open,  fair,  innovative,  and  progressive  in 
order  to  attract  and  retain  students  who  will  become  partners  in  Alberta's 
competitive  future. 

Application  of  Principles 

In  this  section,  we  briefly  review  the  principles  established  and  see  how  they 
apply. 


1 .  Post-secondary  education  and  training  should  be  seen  as  key 
to  Provincial  wealth  creation  and  social  well-being. 

Efficient  post-secondary  institutions  will  provide  a  major  focal  point 
for  wealth  creation  in  the  Province. 

2.  There  should  be  accountability  in  education  and  training  by 
reference  to  performance  outcomes  that  are  valued  by 
stakeholders. 

The  performance  audits  and  the  use  of  performance  indicators  meet 
this  principle. 

3.  The  Post-Secondary  system  should  serve  a  variety  of 
stakeholder  interests. 

Institutional  plans  would  need  to  reflect  fully  the  needs  and  interest  of 
stakeholders  to  be  viable.  Performance  audits  would  also  address 
this  need. 

4.  There  should  be  equity  of  access  and  fairness  of  treatment  in 
dealing  with  students. 

This  principle  is  not  offended  in  this  strategy.  Institutions  which  are 
able  to  meet  their  enrolment  targets  will  be  continually  increasing 
accessibility. 

5.  Fiscal  accountability  and  responsibility  should  be 
characteristics  of  the  system  at  every  level. 

This  is  the  key  driver  for  this  strategy.  The  intention  is  to  create 
performance-driven  effectiveness  throughout  the  system. 
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6.  Capital  resources  should  be  fully  accounted  for  at  the  point  of 
use. 

Capital  grant  distribution  is  rationalised  in  this  strategy. 
Accountability  for  capital  asset  utilisation  would  be  examined  during 
the  performance  audit  process. 

7.  The  Post-secondary  system  should  encourage  a  high  degree  of 
co-operation  through  the  development  of  effective  working 
relationships. 

This  would  emerge  and  be  encouraged  as  institutions  look  to  strategic 
alliances,  conflation  of  services  and  other  measures  to  ensure 
efficiency. 

8.  Stakeholders  should  be  enabled  to  make  informed  choices  (the 
Right  to  Know  Principle). 

Institutional  plans,  institutional  performance  indicators  and  the 
performance  audit  materials  and  evaluation  should  all  be  public 
documents. 

9.  Decisions  should  be  made  at  the  lowest  appropriate  level  of  the 
system. 

This  is  a  principle  driving  some  elements  of  this  option.  Effective 
business  planning  and  performance  management  will  need  to  be  at 
the  lowest  level  of  the  system. 

10.  Change  should  be  seen  as  ongoing. 

By  scheduling  grant  changes  overtime  and  by  tying  resources  to 
performance,  change  would  be  constant  in  the  system. 

1 1.  Lifelong  learning  should  be  facilitated  by  the  system. 
This  principle  is  not  offended  in  this  option. 

12.  The  system  of  post-secondary  education  should  take  into 
account  the  regional  distribution  of  the  population. 

This  principle  is  preserved  in  this  option  in  so  far  as  regional 
institutions  demonstrate  responsiveness  to  regional  need  in  an 
effective  manner. 


STRATEGIC  OPTION  3: 
INTEGRA  TION I A  GGREGA  TION 


Basic  Description 

There  is  a  need  for  greater  systems  integration;  this  can  be  achieved  by 
clustering  programs  and  institutions  along  functional  lines.  The  first  type  of 
clustering  would  be  done  at  the  program  level  by  integrating  an  academic  or 
training  program  so  that  a  single  program  is  offered  in  multiple  sites  across  the 
province.  The  second  type  of  clustering  would  have  AAE&CD  aggregate 
institutions  that  perform  similar  functions  in  the  same  geographic  area.  For  each 
type  of  function  in  an  area,  a  regional  authority  would  be  established  to  oversee 
planning  and  coordination. 

This  option  seeks  to  permit  students  more  flexibility  in  deciding  how  to  pursue 
programs,  to  rationalise  how  programs  are  currently  offered  within  the  system 
and  to  reduce  costs. 


Assumptions 


The  following  assumptions  are  made: 

There  are  limits  to  the  efficiencies,  the  concentration  of  resources,  the 
degree  of  specialization,  and  the  degree  of  restructuring  that  each  post- 
secondary  institution  can  achieve  working  on  its  own. 

The  number  and  diversity  of  institutions  within  the  current  post- 
secondary  system,  which  includes  29  diverse,  autonomous  institutions, 
makes  it  difficult  to  achieve  cross-institution  efficiencies. 

The  status  quo,  wherein  institutions  compete  with  one  another  for  their 
share  of  the  AAE&CD  budget,  does  not  provide  real  and  substantial 
incentives  for  the  integration  of  programs  or  mergers  of  functions. 

Aggregation  based  on  the  type  of  education  or  training  function,  (e.g. 
between  ESL  activities  offered  in  different  institutions)  rather  than  on 
type  of  institution,  provides  the  greatest  opportunity  for  maximising 
efficiency  and  for  providing  a  "seamless  system"  for  students. 

Decisions  that  are  learner-focused  rather  than  institution-focused 
provide  opportunities  to  improve  education  and  training  and  reduce 
duplication  and  inefficiencies.  Thus,  resources  related  to  similar 
functions  and  in  the  same  geographical  area  can  be  employed  to 
provide  the  optimal  learning  experience  by  moving  students  to  the 
optimal  site  for  each  subject. 

Resources  devoted  to  administration,  registrars,  libraries,  and  other 
support  activities  can  be  centralised  through  use  of  technology  to 
achieve  economies  of  scale,  reduction  of  duplication,  and  easier  transfer 
of  students  between  programs. 
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How  It  Works 


This  option  provides  two  types  of  clustering:  program  integration  and  functional 
aggregation. 

First,  integration  of  programs  could  be  done  Province-wide  either  by  co- 
operation among  institutions  or  by  AAE&CD  decision.  Second,  AAE&CD  could 
consider  three  possible  actions  for  every  unit  in  the  post-secondary  system: 
institutions  that  serve  the  same  function  in  the  same  area  could  be  aggregated; 
institutions  that  duplicate  the  activities  of  others  will  be  closed;  and  institutions 
that  are  unique  in  the  province  could  be  treated  as  they  are  now.  Program 
integration  could  be  achieved  by  closure  of  all  but  one  program  based  in  a  single 
institution  or  by  collaboration  among  institutions  to  offer  a  single  program. 

The  single  institution  model  would  offer  the  program  on  multiple  sites  and  would 
require  an  AAE&CD  decision  about  which  institution  would  offer  the  program. 
An  example  of  this  type  of  integration  is  the  single  Faculty  of  Social  Work  at  the 
University  of  Calgary  which  offers  programming  on  several  sites.  In  the  single 
program  model  a  group  of  institutions  would  work  together  to  offer  a  single 
program  on  multiple  sites.  An  example  of  this  model  is  the  conjoint  program  in 
nursing  planned  by  the  University  of  Calgary,  Mount  Royal  College,  and  the 
Foothills  School  of  Nursing  where  all  three  instructor  groups  and  facilities  are 
employed  to  offer  a  single  degree  program  to  a  common  group  of  students. 
Integration  of  program  across  the  province  could  be  encouraged  by  budgetary 
incentives.  Management  of  institutions  would  receive  two  types  of  funding: 
reduced  core  funding  for  local  programs  and  collaborative  funding  for  integrated 
programs. 

Aggregation  would  be  done  in  a  geographical  area  (a  city  like  Calgary  or 
Edmonton  or  a  region  like  south-eastern  Alberta)  to  achieve  efficient  delivery  of 
specific  programs,  for  example  the  academic  program,  the  training  program  and 
the  community  learning  program.  A  regional  authority  at  the  board  level  would 
be  charged  with  joint  management  of  the  institutions  in  the  aggregate  to  deliver 
the  program  in  the  most  effective  and  efficient  manner.  At  one  end  of  the 
spectrum,  this  Regional  Board  could  replace  the  individual  boards  of  institutions 
and  would,  thus,  comprehensively  manage  several  institutions;  at  the  other  end 
of  the  spectrum,  this  Regional  Board  would  have  the  power  over  program  co- 
ordination. The  single  management  authority  would  foster  program  co- 
ordination, centralisation  of  support  activities,  optimal  use  of  capital  resources, 
and  maximal  use  of  buildings. 

The  regional  authority  would  ensure  that  the  educational  or  training  program  was 
delivered  to  the  maximum  number  of  students,  making  the  best  use  of  the 
facilities  and  teaching  resources  available  in  the  aggregate  of  the  institutions. 
This  option  would  recognise  the  heightened  mobility  of  today's  students  and 
might  require  that  students  in  a  city-based  aggregate  move  from  site  to  site  to 
use  teaching  resources  optimally.  This  option  would  also  result  in  a  more 
efficient  use  of  facilities  through  a  mix  of  scheduling  and  programs  which  could 
increase  the  hours  of  operation.  Maximal  use  of  technology  for  distance 
education  delivery,  delivery  of  library  resources,  and  access  to  computing  would 
be  required. 

Some  institutions  which  are  either  geographically  isolated  or  whose  functions  are 
not  aligned  with  others  in  a  region  should  be  considered  for  closure  (allowing  the 
private  sector  to  acquire  this  function)  or,  if  they  provide  a  unique  and  needed 
program,  should  be  maintained. 
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The  fiscal  implications  of  both  types  of  clustering  are:  removal  of  duplication  of 
effort  and  facilities;  more  flexible  use  of  faculty;  more  systematic  use  of 
available  plant  and  capital;  greater  accessibility  at  the  same  cost.  In  addition, 
both  types  of  clustering  would  lead  to  an  overall  reduction  in  administrative 
costs. 

This  strategy  would  save  money  by:  reducing  duplication;  integrating  services; 
reducing  transaction  costs;  and  improving  co-ordination. 


Advantages  of  Program  Integration 

1)  Program  integration  would  result  in  overall  savings  in  management 
costs  (including  admissions,  administration,  and  registrar's  functions) 
and  numbers  of  faculty. 

2)  Through  integration  of  programs,  existing  faculties  could  recognise 
their  potential  as  centres  of  excellence.  This  option  would 
encourage  the  development  of  the  most  comprehensive  programs, 
the  scope  for  increased  specialization  in  teaching  and  research,  and 
enhanced  possibilities  for  synergies. 

3)  Integration  would  promote  standardisation  of  programs  throughout 
the  province.  This  could  be  especially  beneficial  for  curriculum 
planners,  students,  and  potential  employers. 

4)  Combining  programs  and  resources  under  a  single  institution  would 
provide  the  greatest  opportunity  for  economies  of  scale  and  the 
simplest  administrative  structure. 

5)  The  single  program  model  would  facilitate  transfer  of  students  and 
collaboration  among  different  institutions. 

6)  With  the  use  of  innovative  technology  for  teaching,  program 
integration  could  increase  the  number  of  sites  students  may  attend. 

7)  The  single  program  model  would  result  in  more  efficient  use  of 
teaching  resources  (including  faculty,  equipment  and  space)  within 
participating  institutions. 

Advantages  of  Aggregation 

8)  The  regional  board  would  be  empowered  and  emboldened  to  make 
decisions  that  single  institutions  would  not  or  would  not  wish  to 
make. 

9)  Some  of  the  benefits  identified  above,  with  respect  to  program 
integration,  would  also  apply  to  aggregation:  economies  of  scale, 
standardisation  of  programs,  savings  in  administrative  overhead, 
and  more  efficient  use  of  teaching  resources. 

10)  The  more  efficient  deployment  of  teaching  resources  would  increase 
access  for  students. 
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11)  Aggregation  would  allow  staff  within  institutions  to  keep  their  existing 
designations  and  duties.  Therefore,  each  institution  could  exploit  its 
strengths  (e.g.  undergraduate  teaching  or  upper  level  instruction). 

12)  Optimising  the  capacity  of  each  institution  would  result  in  fewer  job 
losses  than  would  flow  from  closures  or  from  the  single  institution 
model  of  program  integration. 

13)  Within  the  aggregate,  students  could  transfer  from  one  institution's 
program  to  another  institution's  program  with  ease.  Problems  of 
fulfilling  or  recognising  prerequisites  would  be  minimised. 

14)  Compared  with  closures  or  the  single  institution  model,  aggregation 
would  encourage  continued  support  from  the  local  community  as 
one  of  the  group  of  stakeholders. 

15)  Aggregation  encourages  interaction  among  teaching  and 
administrative  staff  among  institutions. 

16)  Aggregation  allows  easier  and  more  efficient  user  access  and 
information  flow,  e.g.  making  it  easier  to  compare  and  choose 
amongst  similar  continuing  education  programs. 

Disadvantages  of  Program  Integration 

17)  For  both  program  integration  models,  there  would  be  a  tendency 
towards  homogenisation  of  programs,  including  a  resulting  loss  of 
diversity  and  loss  of  responsiveness  to  local  needs.  This  would 
affect  all  of  the  stakeholders. 

18)  For  both  program  integration  models,  there  would  be  diseconomies 
of  reallocation.  To  varying  degrees,  institutions  would  experience 
high  transactions  costs  in,  for  example,  shutting  down  a  faculty, 
downsizing  administration,  negotiating  a  common  curriculum,  or 
moving  teaching  staff  from  site  to  site. 

19)  With  the  single  institutional  model,  those  institutions  that  lost 
programs  (e.g.,  law,  medicine,  or  management)  would  suffer  an 
accompanying  loss  of  status. 

20)  The  single  institutional  model  would  require  students  from 
throughout  the  province  to  attend  a  single  institution  at  a  single  site. 

21)  For  the  single  program  model,  there  might  be  a  lack  of  viable 
numbers  of  teaching  staff  in  a  particular  site,  thereby  isolating  them 
and  reducing  the  breadth  of  the  program  at  that  site. 

Disadvantages  of  Aggregation 

22)  The  composition  of  the  regional  board  would  inevitably  be 
controversial.  It  might  be  difficult  to  establish  the  balance  between 
representatives  from  the  institutions  and  those  from  other 
stakeholders. 
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23)  There  is  a  risk  that  the  interposition  of  a  regional  board  between 
AAE&CD  and  the  individual  institutions  could  lead  to  an 
administrative  superstructure  that  might  be  more  costly  in  its 
operations  and  less  responsive  to  students  and  staff  within  those 
institutions. 

24)  High  transaction  costs  could  be  associated  with  having  a  regional 
board  attempt  to  administer  such  a  diverse  group  of  institutions. 

25)  Aggregation  would  require  that  each  institution  give  up  some 
aspects  of  its  traditional  autonomy,  including  admission  standards, 
curriculum  design,  and  the  creation  of  new  programs. 

26)  Students  would  have  to  bear  the  costs  associated  with  moving  from 
site  to  site. 

Conclusion 

This  strategic  option  represents  a  radical  change  from  the  current  ways  in  which 
the  system  is  managed  by  AAE&CD.  Such  a  change  may  be  necessary  if  the 
fiscal  and  strategic  intentions  of  the  Department  are  to  be  fully  realised  within 
the  time-scale  envisaged. 


Application  of  Principles 

1 .  Post-secondary  education  and  training  should  be  seen  as  key  to 
Provincial  wealth  creation  and  social  well-being. 

This  principle  is  fully  supported  by  this  option.  By  becoming  efficient 
through  the  removal  of  duplication,  the  ability  of  the  system  to 
become  more  responsive  is  supported.  The  creation  of  Regional 
Boards  also  facilitates  regionalisation  of  wealth-creation  activity. 

2.  There  should  be  accountability  in  education  and  training  by 
reference  to  performance  outcomes  that  are  valued  by 
stakeholders. 

More  integrated  programs  and  institutions  which  have  to  account  for 
performance  respect  this  principle. 

3.  The  Post-Secondary  system  should  serve  a  variety  of 
stakeholder  interests. 

Regional  Boards  can  be  constructed  in  such  a  way  as  to  meet 
stakeholder  needs  and  concerns.  Evaluations  can  also  be  conducted 
in  such  a  way  as  to  involve  stakeholders.  It  should  be  noted, 
however,  that  a  reduction  in  overall  diversity  within  the  system  may 
have  an  adverse  effect  on  some  stakeholders. 

4.  There  should  be  equity  of  access  and  fairness  of  treatment  in 
dealing  with  students. 

This  principle  might  be  offended  if  the  single  institutional  model  was 
adopted  -  students  would  be  required  to  relocate  as  a  result.  Both  the 
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single  program  model  and  the  aggregation  model  would  respect  this 
principle. 

5.  Fiscal  accountability  and  responsibility  should  be  characteristics 
of  the  system  at  every  level. 

Through  efficiencies  of  management  and  the  centralization  of  support 
services,  this  option  would  lead  to  some  measure  of  saving. 
Otherwise,  this  option  would  involve  the  more  efficient  use  of 
teaching  resources  and  therefore  permit  capacity  growth. 

6.  Capital  resources  should  be  fully  accounted  for  at  the  point  of 
use. 

The  maximum  use  of  the  available  physical  plant  is  a  key  driver  for 
this  model.  This  is  intended  to  lead  to  the  more  effective  and 
accountable  use  of  all  capital  assets. 

7.  The  Post-Secondary  system  should  encourage  high  degree  of 
co-operation  through  the  development  of  effective  working 
relationships. 

The  single  institutional  model  offends  this  principle.  In  contrast,  the 
other  models  embody  it. 

8.  Stakeholders  should  be  enabled  to  make  informed  choices  (the 
Right  to  Know  Principle). 

Consolidation  and  integration  simplify  the  choices  students  and  other 
stakeholders  need  to  make  and  simplify  information  requirements. 

9.  Decisions  should  be  made  at  the  lowest  appropriate  level  of  the 
system. 

The  single  program  model  respects  this  principle.  The  single 
institutional  model  does  not.  The  aggregation  model  depends  on 
learner  focused  decisions  and  therefore  fully  respects  this  principle. 

10.  Change  should  be  seen  as  ongoing. 

This  strategy  does  not  guarantee  continuous  improvement  and 
change.  Indeed,  Regional  Boards  may  make  change  difficult  to 
sustain. 

11.  Lifelong  learning  should  be  facilitated  by  the  system. 

This  principle  is  respected  by  the  proposal  or  a  Regional  Board  for 
Community  Education. 

12.  The  system  of  post-secondary  education  should  take  into 
account  the  regional  distribution  of  the  population. 

The  single  institutional  model  offends  this  principle.  The  other 
models  enhance  the  delivery  of  programs  regionally. 


STRATEGY  4: 

INCREASING  COLLABORATION,  CO-OPERATION  and 
INTEGRATION 


Basic  Description 

Collaboration  and  integration  would  be  promoted  as  a  positive  change  in  the 
post-secondary  system.  The  Department  of  Advanced  Education  and  Career 
Development  would  articulate  a  clear  and  powerful  vision  for  the  system. 
Performance  indicators  key  to  this  vision  would  need  to  be  articulated. 

The  adoption  of  such  an  approach  would  encourage  communication  and 
increase  awareness  of  activities  in  industry  and  other  educational  sectors.  By 
expanding  the  sphere  of  understanding  and  recognition,  areas  of  excellence 
would  be  developed  by  institutions.  In  time,  implementing  a  system  which 
encouraged  and  recognised  collaboration  and  co-operation  would  serve  as  a 
catalyst  for  creating  new  opportunities. 

Using  models  of  collaboration  that  already  exist  and  through  increased 
collaboration  across  the  publicly-funded  institutions,  the  system  could  lower  the 
amount  of  public  funding  required,  reduce  unnecessary  duplication,  and  increase 
the  capacity  of  the  system  to  respond  to  growing  demand.  Collaboration 
between  education  and  industry  would  also  increase.  Such  collaboration  might 
result  in  support  through  donations  of  money  and/or  capital  and  increased 
opportunities  for  learning  in  the  work  environment. 

A  system  that  promotes  collaboration,  co-operation  and  integration  is  not  easily 
achieved.  Careful  monitoring  will  be  required  to  ensure  that  collaborative  and  co- 
operative arrangements  are  genuine,  not  token.  The  creation  of  joint  Boards  and 
Committees  does  not  guarantee  achievement  of  the  goals  imagined  here.  There 
is  also  a  need  for  effective  collaborations  and  co-operation  to  be  recognised  and 
rewarded. 


Assumptions 

The  following  assumptions  are  made: 

•  Resource  allocation  through  the  system  is  not  fully  optimised. 

•  Unnecessary  duplication  of  programs  and  services  exists  within  the 
system. 

•  Competing  demands  for  increasingly  scarce  resources  are  promoting 
competition,  not  collaboration. 

•  The  distinctions  between  programs  are  not  well  articulated  and  the 
system  is  not  readily  comprehended  by  students  and  other  stakeholders. 

•  Collaboration  already  occurs  within  the  system  (e.g.  ACAT,  UCC,  AU- 
Keyano  programs,  Council  of  College  Presidents)  and  will  be 
increasingly  recognised  as  essential  to  our  common  future. 
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•  Program  initiatives  which  result  from  co-operation  and/or  collaborative 
efforts  will  not  merely  maintain  the  status  quo. 

•  Collaboration  produces  some  economic  gains  from  downsizing  in  the 
short-term  and  considerable  economies  of  scale  over  time. 

•  The  principles  of  collaboration  and  co-operation  should  apply  to  both 
teaching  and  research. 

How  it  Would  Work 

The  following  is  a  brief  description  of  the  key  elements  of  a  strategy  to  make  this 
work. 

Government  would  articulate  the  requirements  for  collaboration  and  co- 
operation. Stakeholders  in  the  system  would  be  fully  informed  of  the 
consequences  of  their  mandates  for  collaboration  and  would  be  enabled  to  plan 
over  a  three  year  period.  Before  full  implementation,  some  consolidation  of  the 
system  would  take  place. 

Following  these  consolidations  and  subsequent  institutional  budget  adjustments, 
funding  which  had  previously  been  identified  as  core  funding  would  be 
comprised  of  two  components:  (a)  base  institutional  support  and  (b)  support  for 
collaboration  and  co-operation.  A  Provincial  Post-Secondary  Funding  Council 
comprised  of  representatives  from  Regional  Boards,  AAE&CD  officials, 
employer  groups  and  other  stakeholders  would  be  established  to  allocate 
collaborative,  teaching,  research  and  matching  funds,  establish  guidelines  for 
fund  use  and  monitor  outcomes.  AAE&CD's  role  would  be  to  work  in  support  of 
the  Council.  The  Council  would  establish  Regional  Councils  to  oversee  regional 
collaborative  arrangements  and  make  allocations  of  collaborative  resources. 

•  Core  funding  would  continue  to  be  provided  to  institutions  from  the 
Funding  Council  via  AAE&CD. 

•  In  the  period  1993-1996,  core  funding  would  start  at  1992/3  levels  and 
then  be  reduced  by  20%  in  each  of  these  years. 

•  Of  this  20%  reduction,  5%  would  be  retained  by  AAE&CD  to  meet  deficit 
reduction  targets.  The  remaining  15%  would  be  available  to  support 
collaboration  initiatives,  including  matching  grants  for  private  sector 
donations.  These  project  funds  would  be  allocated  on  a  regional  basis. 

•  The  Funding  Council  would  establish  three  Regional  Advanced 
Education  Councils.  Each  post-secondary  institution  would  be  deemed 
to  be  a  member  of  one  of  these  Councils  on  the  basis  of  geography. 
The  Funding  Council  would  be  responsible  for  the  management  of  the 
regionally  allocated  funds. 

•  The  Funding  Council  would  monitor  outcomes  derived  in  consultation 
with  Regional  Councils  and  other  stakeholders.  Standardised 
performance  indicators  would  also  be  developed  and  used. 

•  All  institutions  within  a  given  region  would  be  eligible  to  apply  to  their 
Regional  Council  for  funding  for  collaborative  initiatives.  A  new 
matching  funds  scheme  (matching  private  sector  donations)  would  be 
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managed  by  the  Regional  Council,  using  guidelines  established 
Provincially. 

•  Requests  for  funds  from  Regional  Councils  would  be  evaluated  in  terms 
of  potential  for  improved  efficiency  and  effectiveness. 

•  Collaboration  could  be  between  existing  educational  institutions  or  with 
the  private  sector. 

•  Institutions  from  two  different  regions  might  develop  joint  proposals  to 
access  collaborative  funds,  either  from  their  respective  Regional 
Councils  or  from  the  Provincial  Funding  Council. 

•  Fund  allocation  would  be  made  by  the  Regional  Council  and  reported  to 
the  Provincial  Funding  Council. 


Types  of  Collaboration 

Collaboration  and  co-operative  efforts  could  take  many  forms.  These  might 
include: 

Curriculum 

2  years  of  college  education  could  be  "topped"  by  2  years  of  University 
education  for  a  Diploma/Degree  program. 

There  could  be  closer  articulation  of  ESL  and  upgrading  programs. 

There  could  be  an  agreed,  common  first  two  years  for  a  BComm,  thus 
ending  "extra  to  degree"  credits  carried  by  some  students. 

There  could  be  the  more  rapid  development  of  block  transfer. 

By  focusing  on  regional  networks  (through  Regional  Councils),  regional 
integration  could  be  encouraged  and  duplication  reduced. 

At  a  regional  level,  there  could  be  an  integration  of  registry,  advising, 
counselling  and  financial  services  (especially  possible  in  the  Cities). 

Library  services  could  be  integrated  regionally  as  a  prelude  to  a  closer 
integration  provincially. 

Career  and  employment  services  could  be  integrated  regionally  and 
better  use  of  available  technology  could  be  developed  for  career 
planning,  evaluation  and  advising. 

Joint  purchasing  arrangements  could  be  made  across  curriculum  areas 
to  reduce  the  costs  of  supplies  for  teaching  and  learning. 

Administration 

Common  entrance  and  transfer  requirements  could  be  developed  both 
regionally  and  provincially. 
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A  Provincial  Centre  for  Foreign  Transcript  Evaluation  could  be 
established  under  the  wing  of  ACAT. 

Regional  and  Provincial  agreement  on  a  common  grading  system  for  all 
post-secondary  institutions  in  the  Province. 

Credit  for  work  experience  could  be  developed  provincially  as  a  co- 
operative venture,  managed  by  ACAT. 

Special  needs  services  could  be  integrated  and  enhanced.  By  reducing 
duplication  and  focusing  effort,  more  services  could  be  provided  to  more 
students  with  special  needs. 

Research 

It  would  be  possible  to  "unbundle"  teaching  and  research  funds  so  as  to 
encourage  the  development  of  active  researcher  networks  within  a 
region  or  across  the  Province. 

A  new  collaborative  role  could  be  established  for  the  Alberta  Research 
Council  -  facilitating  the  further  development  of  research  networks  within 
the  Province  of  Alberta. 


Advantages 

The  advantages  of  this  strategy  include  the  following: 

•  A  variety  of  service  functions  could  be  centralised. 

•  Easier  and  more  universal  access  could  be  achieved  by  the  adoption  of 
more  consistent  policies  combined  with  regionally  based  student 
services. 

•  Centralised  services  would  reduce  overall  costs. 

•  This  model  would  serve  to  blend  interaction  across  sectors  and  make 
institutions  more  equitable  in  terms  of  services  provided. 

•  This  model  would  provide  for  a  clearer  articulation  of  program  mandates 
between  institutions. 

•  More  informed  students  would  be  able  to  make  better  decisions  within  a 
more  clearly  articulated  system. 

•  There  would  be  a  decreased  need  for  comprehensive  institutions. 

•  Could  lead  to  new  capacity  in  the  system  as  a  whole. 

•  Could  lead  to  more  students  completing  programs  locally  -  something 
attractive  to  Northern  Alberta. 

•  Make  for  the  better  and  more  integrated  use  of  technology. 

•  By  outsourcing,  more  flexible  contracts  of  employment  could  be 
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developed  for  institutional  staff  and  some  economies  could  also  be 
achieved. 

•  By  unbundling  teaching  and  research  funds  for  the  Universities,  the 
Funding  Council  could  create  more  flexible  and  responsive 
arrangements  for  research  and  development  in  the  Province. 

•  Could  create  new  opportunities  for  partnership. 

•  Could  create  new  opportunities  for  franchising  courses,  programs  and 
CML  resources  from  outside  the  Province  or  from  outside  Canada. 

•  AAE&CD  would  become  proactive  and  supportive  of  the  work  of  the 
system  rather  than  reactive  and  controlling. 

•  Decisions  concerning  some  funding  allocations  (i.e.  those  associated 
with  collaborative  arrangements)  could  be  made  by  non-politicians 
through  the  Provincial  Funding  Council  for  Post  Secondary  Education, 
which  would  administer  all  grants  and  allocations  on  the 
recommendations  of  the  Regional  Council. 

•  By  holding  a  pool  for  allocation,  the  Funding  Council  could  encourage 
specific  developments,  could  carry  funding  from  one  year  to  the  next 
and  could  facilitate  systems  integration. 

Disadvantages 

There  are  a  number  of  disadvantages  to  the  strategy  proposed.  They  include: 

•  Initial  transaction  costs  for  establishing  a  new  collaborative  framework 
for  post-secondary  education  might  be  high.  There  is  a  danger  of 
creating  over-bureaucracy. 

•  There  might  be  some  downsizing  and  abandonment  costs  associated 
with  integration  and  collaboration  at  a  regional  level. 

•  There  are  no  guarantees  that  institutions  would  respond  to  the 
requirement  to  collaborate  in  a  timely  and  effective  manner. 

•  Possibility  that  institutional  identity  would  be  blurred  by  the  collaborative 
schemes  that  emerged. 

•  Potential  conflicts  of  interests  within  and  between  regions  could  lead  to 
the  "politicization"  of  decision  making. 

•  The  proposal  does  not  address  capital  budget  issues. 

•  Those  who  were  "late  out  of  the  gate"  in  applying  for  collaborative  funds 
might  always  be  behind  the  eight  ball. 

•  Major  urban  centres  might  benefit  from  this  approach  more  than  rural 
communities. 

•  The  establishment  of  a  Funding  Council  and  Regional  Councils  would 
increase  the  level  of  bureaucracy  in  post-secondary  education. 
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Implementation  Issues 

There  are  a  number  of  implementation  issues  which  need  to  be  carefully 
considered.  These  include: 

•  Institutions  will  need  time  to  adjust  to  the  core  plus  margin  concept  of 
funding  (one  year)  and  to  prepare  bids  for  the  marginal  funding. 

•  There  may  be  a  need  to  rethink  the  legislative  framework  for  the  system 
and  the  role  of  AAE&CD. 

•  Institutions  need  to  create  mechanisms  for  seamless  transfer  between 
programs  of  similar  kind  -  the  role  of  ACAT  may  need  to  be  expanded. 

•  It  will  take  time  to  establish  the  Funding  Council  and  its  regional  boards. 

•  The  new  role  of  AAE&CD  will  need  to  be  carefully  defined. 


Conclusion 

Some  aspects  of  this  model  are  being  tried  elsewhere  in  the  world  -  in  Europe, 
for  example.  While  it  is  too  early  to  say  whether  these  experiences  are 
successful,  it  would  be  possible  for  us  to  learn  from  these  developments. 


Application  of  the  Principles 

1.  Post-secondary  education  and  training  should  be  seen  as  key  to 
Provincial  wealth  creation  and  social  well-being. 

Through  regionalization  and  the  core/marginal  funding  arrangements, 
resources  can  be  better  directed  to  courses,  programs  and  initiatives 
that  aid  regional  and  Provincial  wealth  creation. 

2.  There  should  be  accountability  in  education  and  training  by 
reference  to  performance  outcomes  that  are  valued  by 
stakeholders. 

This  principle  is  a  key  driver  for  this  strategy. 

3.  The  Post-Secondary  system  should  serve  a  variety  of 
stakeholder  interests. 

Stakeholder  interests  can  be  fully  recognised  through  the  composition 
of  the  Funding  Council  and  the  regional  councils. 

4.  There  should  be  equity  of  access  and  fairness  of  treatment  in 
dealing  with  students. 

This  is  an  issue  that  the  Funding  Council  and  the  Government  (as 
purchaser)  will  need  to  address. 
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5.  Fiscal  accountability  and  responsibility  should  be  characteristics 
of  the  system  at  every  level. 

This  is  a  key  driver  for  this  strategy.  Use  of  performance  indicators 
and  evaluation  activities  for  collaborative  projects  are  intended  to 
address  this  principle. 

6.  Capital  resources  should  be  fully  accounted  for  at  the  point  of 
use. 

This  is  a  key  driver  for  this  strategy. 

7.  The  Post-secondary  system  should  encourage  a  high  degree  of 
co-operation  through  the  development  of  effective  working 
relationships. 

This  is  also  a  key  driver  for  this  strategy  and  is  the  central  feature 
guiding  its  formulation. 

8.  Stakeholders  should  be  enabled  to  make  informed  choices  (the 
Right  to  Know  Principle). 

This  is  not  fully  addressed  in  this  strategy  and  is  a  matter  that  would 
need  to  be  addressed  by  the  Funding  Council. 

9.  Decisions  should  be  made  at  the  lowest  appropriate  level  of  the 
system. 

This  strategy  creates  a  combination  of  top-down  and  bottom-up 
decisions  which  will  permit  subsidiarity  to  develop. 

10.  Change  should  be  seen  as  ongoing. 

The  funding  changes  that  are  planned  and  managed  together  with  the 
marginal  funding  bids  will  guarantee  ongoing  change. 

1 1.  Lifelong  learning  should  be  facilitated  by  the  system. 
This  principle  is  not  offended  by  this  strategy. 

12.  The  system  of  post-secondary  education  should  take  into 
account  the  regional  distribution  of  the  population. 

This  principle  provides  the  rationale  for  having  both  a  Provincial 
Funding  Council  and  Regional  Councils. 


OPTIONS  FOR  CHANGE 


The  four  strategies  outlined  are  seen  as  core  strategies  between  which  the 
Government  can  choose.  While  it  is  possible  to  integrate  some  of  these 
strategies,  we  see  these  as  basic  and  distinctive  categories  of  choice. 

The  strategies  outlined  were  developed  following  the  examination  of  a  number 
of  options.  These  are  ideas  which  could  be  enacted  as  part  of  a  strategy  or  could 
be  enacted  on  their  own  prior  to  or  consequent  upon  the  adoption  of  a  strategy. 

We  now  provide  a  very  brief  summary  of  some  of  the  options  we  reviewed  that 
were  not  incorporated  into  the  main  strategic  choices  above. 

It  is  important  to  see  these  as  different  from  strategies.  Strategies  are  seen  as 
choices  which,  if  enacted  in  full,  would  meet  Government  fiscal  targets  and 
create  a  new  dynamic  in  the  system.  Options  are  seen  as  components  of 
strategy,  rather  than  as  strategy  in  and  of  themselves.  In  our  discussion,  we  saw 
options  as  part  of  the  "dictionary"  from  which  the  sentences  of  strategy  were 
built. 


Three  options  are  presented  here.  These  are: 

•  Degree  Granting  for  Colleges 

•  Margin  +  Core  Funding 

•  Model  for  Undergraduate  Education 

Other  options  -  program  closures,  privatization,  regionalisation,  etc.  -  were  also 
briefly  examined,  but  these  three  seemed  to  constitute  ideas  which  could  be 
considered  within  the  framework  of  any  one  of  the  generic  strategies  outlined 
above,  hence  their  inclusion  here. 
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OPTION  :  DEGREE  GRANTING  STATUS  FOR  SELECTED  COLLEGES 


Brief  Description 

So  as  to  deal  with  demand  issues  at  the  University  level,  the  Government  would 
agree  to  permit  degrees  to  be  granted  at  Mount  Royal,  Grande  Prairie  and  Red 
Deer  and  such  other  institutions  requesting  degree  granting  status.  Though  no 
new  funding  would  be  provided,  the  Government  would  require  the  Colleges  to 
continue  to  maintain  their  current  Community  College  functions  -  effectively 
making  them  multipurpose  and  multi-credentialising  institutions. 

Assumptions 

The  core  assumptions  being  made  are  these: 

1.  That  the  primary  future  demand  that  will  need  to  be  met  is  for 
degree  level  study.  While  this  is  one  scenario,  it  is  not  the  only  one.  In 
fact,  there  is  some  support  in  the  Government's  own  demand  forecasts 
for  a  further  expansion  of  the  Community  College  role. 

2.  That  the  degree  granting  activities  of  the  Colleges  could  be 
achieved  at  no  new  costs  to  the  Government.  This  may  mean  that 
Government  control  over  fees  for  degree  programs  would  need  to  be 
lifted  so  as  to  permit  the  Colleges  to  recoup  the  additional  costs  of 
delivering  degree  level  programs.  This  has  a  system  wide  implication. 

If  this  assumption  is  incorrect,  the  proposal  represents  a  fiscal  expansion 
of  the  system  that  could  only  be  achieved  by  closing  other  institutions. 

3.  That  the  core  mandate  of  the  Colleges  to  provide  community  level 
education  continues  to  be  maintained.  If  the  Colleges  were  simply  to 
divert  resources  from  their  College  functions,  a  legitimate  question 
would  be  -  who  would  do  this  work?  The  capital  infrastructure  built  for 
one  purpose  would  be  switched  to  another,  and  this  might  require  capital 
expansion  at  these  sites  to  meet  unmet  needs. 


How  Would  This  Work  ? 

There  are  a  variety  of  methods  by  which  degree  granting  for  Colleges  could  be 
achieved.  The  group  assumed  the  following: 

1.  The  Minister  would  announce  his  or  her  intention  to  permit  Colleges  who 
wished  to  do  so  to  apply  to  a  Private  Colleges  Accreditation  Board  like 
body2  for  accreditation  as  Colleges  wishing  to  offer  degrees.  A 
condition  of  their  doing  so  would  be  that  no  new  public  funds  would  be 
allocated  to  the  Colleges  for  this  purpose  -  this  would  relate  to  capital 
and  operating  expenses  -  but  the  Colleges  would  be  free  to  charge  such 
fees  as  they  wished  and  that  the  market  could  bear. 

2.  The  PCAB-like  body  would  review  all  degree  proposals  in  the  way  that  it 
currently  does  for  any  Private  College  and  approve  or  not  approve  them 
as  it  saw  fit. 


z  The  PCAB-like  body  would  be  responsible  for  accreditation. 
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3.  Once  a  proposal  was  approved,  the  Government  would  provide  support 
to  students  in  just  the  same  way  that  it  does  to  the  students  of  other 
private  colleges  and  would  provide  up  to  75%  of  the  guide  price  (i.e.  an 
agreed  price  per  subject  area)  for  these  students  to  the  institution  up  to 
an  agreed  volume  or  cash  or  formula  limit.  The  overall  budget  of  the 
institution  would,  however,  remain  exactly  the  same  as  now  and  would 
not  be  adjusted  for  degree  granting.  The  College  would  be  asked  to 
continue  to  provide  all  other  services  currently  available. 


The  Advantages  of  Certain  Colleges  Becoming  Degree-Granting 

There  are  some  limited  advantages.  These  include: 

1 .  Increased  access  to  baccalaureate  degrees.  More  Albertans  would 
have  access  to  undergraduate  degree  programs  at  more  locations. 

2.  Increased  regional  access  to  degree  programs.  Degrees  would  be 
offered  at  more  locations  in  Alberta  than  previously  -  including  Northern 
Alberta  (Grande  Prairie)  and  Red  Deer. 

3.  This  development  would  be  seen  as  a  response  to  the  community 
aspirations  of  Red  Deer  and  Grande  Prairie  and  as  a  response  to  a 
perceived  capacity  problem  at  the  University  of  Calgary. 

4.  Staff  at  the  degree  granting  Colleges  would  carry  a  different  status 

from  staff  at  non-degree  granting  Colleges. 

5.  Albertans  would  have  more  points  of  access  to  Federal  and 
Provincial  research  dollars. 

The  primary  advantage  relates  to  the  issue  of  demand  -  there  would  need  to  be 
some  certainty  on  the  part  of  Government  that  forecast  demand  for  degree-level 
places  in  the  fields  the  Colleges  could  work  in  would  require  this  step  before  a 
decision  for  degree  granting  could  be  made. 


The  Disadvantages  of  Degree  Granting  for  Colleges 

There  are  a  number  of  disadvantages.  These  include: 

1 .  Despite  the  intention  not  to  increase  overall  system  costs,  the  creation 
of  three  (or  more)  new  University  level  institutions  would  lead  to 
cost  escalations. 

2.  So  as  to  guarantee  quality,  new  resources  (library,  staff  and  capital) 
would  be  needed  at  some  sites  for  some  programs. 

3.  This  development  would  create,  for  a  period  of  time,  a  tiered  system 
of  degree  granting  institutions:  conventional  Universities,  established 
Private  Colleges,  Athabasca  University  and  Colleges  that  offered  degree 
programs.  In  addition,  it  would  create  two  kinds  of  colleges  -  those  with 
and  those  without  degree  programs.  The  "binary"  divisions  that  other 
countries  are  trying  to  remove  would  be  instituted  in  Alberta. 
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4.  Not  all  degree  granting  institutions  would  offer  comprehensive 
degree  selection  -  the  market  would  therefore  become  complex  from  a 
student  point  of  view. 

5.  Creeping  status  issues.  Over  the  medium  to  long  term,  the  offering  of 
some  degrees  leads  to  the  desire  to  move  into  other  degree  areas  and 
research  with  the  implied  need  for  resources.  In  addition,  staff  in  degree 
programs  seek  the  same  status  as  staff  teaching  in  other  programs  with 
respect  to  working  conditions  and  research. 

6.  The  balance  of  the  institution's  programming  could  be  affected.  If 

more  resources  are  allocated  to  transfer  and  degree  work,  who  will 
complete  the  work  of  the  College?  The  demand  for  this  work  is  also 
forecast  to  grow. 

7.  Diseconomies  of  scale.  The  creation  of  three  or  more  small 
institutions  to  offer  degrees  may  not  produce  the  economies  of  scale 
that  could  derive  from  extending  capstone/integration  arrangements  or 
creating  the  conditions  for  the  expansion  of  private  education. 

8.  A  key  part  of  the  difference  between  a  University  program  and  a  College 
program  concerns  the  fact  that  university-level  staff  (wherever  they  are 
located)  are  actively  engaged  in  research.  So  as  to  achieve  full 
university  status  for  their  programs,  this  would  also  need  to  be  the  case 
for  the  Colleges.  This  would  not  only  lead  to  a  change  in  working 
conditions,  but  to  higher  overhead  costs. 

9.  Quality  assurance  is  not  guaranteed  simply  by  changing  the  designation 
of  an  institution.  New  programs  would  need  to  be  subject  to  the  critical 
scrutiny  of  UCC  or  PCAB  depending  upon  which  set  of  "rules"  degrees 
were  being  offered. 


Conclusion 

If  the  objective  is  to  increase  the  number  of  available  quality  degree  places, 
there  are  many  routes  to  achieving  this.  The  concern  of  Government  should  be: 
how  can  this  be  done  with  the  highest  quality  at  the  least  cost? 
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OPTION  ;  REDUCING  CORE  EXPENDITURE  OVER  TIME  WHILE  CREATING 
TRANSITIONAL  FUNDING  IN  A  DEREGULATED  ENVIRONMENT 


Basic  Description 

Over  time,  AAE&CD  reduces  the  size  of  institutional  core  funding  -  the  base 
operating  grant  -  by  an  amount  that  is  a  function  of  the  budget  cuts  to  be  made 
and  a  formula  that  reflects  revenue  to  the  Province.  For  example,  base  budgets 
might  be  reduced  by  a  guaranteed  3%  and  more  if  total  Government  revenues 
fell  below  1.5%  (upward  adjustment  could  occur  if  revenues  exceeded  2% 
annual  growth).  At  the  same  time,  some  of  the  funds  released  by  these  cuts 
become  part  of  the  marginal  funding  for  transition  and  this  is  bid  for  by 
institutions  or  collaborative  groups  of  institutions.  These  transition  funds  are 
available  to  support  initiatives  for  which  there  is  proven  demand. 

To  make  this  work,  fees  and  program  control  would  need  to  be  deregulated.  To 
achieve  cost  reduction  objectives,  the  base  budgets  would  need  to  be  reduced 
by  some  12%  with  5%  being  available  in  the  transitional  fund  for  bidding. 

The  aim  is  to  gradually  move  institutions  from  a  high  degree  of  operating  grant 
dependency  to  a  lower  level  of  operating  grant  dependency  and  an  increased 
level  of  self-support. 


Assumptions 

The  following  assumptions  are  made  in  this  option. 

1.  Government  needs  to  reduce  base  operating  budgets,  but  doing  so 
rapidly  may  cause  system  distress. 

2.  System  distress  can  be  ameliorated  if  "transition"  funds  are 
available  for  projects  and  programs  focused  on  creating  the  systems 
needed  for  the  future. 

3.  Significant  reductions  in  base  operating  funds  and  the  creation  of 
transitional  funds  need  to  be  accompanied  by  deregulation  for 
programs  and  fees. 

4.  Transition  funds  should  be  used  for  targeted  activities  -  for 

example,  the  promotion  of  least  cost  provider  strategies,  collaboration 
and  integration,  program  mergers  and  the  removal  of  duplication. 

5.  A  process  of  allocating  transition  funds  can  be  developed  that  is 
apolitical  -  based  on  merit,  not  expediency. 

6.  The  key  aim  is  to  enable  core  budget  reductions  while  at  the  same 
time  giving  encouragement  to  institutions  wishing  to  embrace  new 
ways  of  working  that  will  lead  to  increased  volumes  at  a  lower  overall 
unit  cost. 
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How  Would  This  Work  ? 

This  is  a  complex  option,  as  several  who  have  implemented  it  have  realised3. 
Here  is  how  it  could  work: 

1.  Every  year,  AAE&CD  guarantees  institutions  a  high  percentage  of  their 
funding  as  base  dollars  -  between  90%  and  85%  of  the  1992/3  base. 
Institutions  are  expected  to  achieve  similar  outcomes  with  lower 
resources  by  improving  their  efficiency.  Institutions  gaining  the  most 
efficiencies  are  rewarded  with  lower  reductions  than  those  with  the  least 
efficiencies  -  efficiency  is  measured  in  terms  of  a  set  of  agreed 
performance  indicators.  No  institutions  are  asked  to  bear  a  reduction 
that  would  lead  to  closure  or  significant  downsizing,  though  it  should  be 
recognised  that  some  downsizing  may  occur  in  some  institutions  whilst 
others  may  grow. 

2.  A  proportion  of  the  AAE&CD  budget  is  withheld  and  allocated  to  a 
Higher  Education  Funding  Council  (HEFC).  This  Council  is  responsible 
for  allocating  transition  funds  to  institutions  on  the  basis  of  agreed 
criteria.  These  could  include: 

(a)  efficiency  initiatives 

(b)  collaboration  initiatives 

(c)  reduction  of  duplication  and  overlap 

(d)  new  program  initiatives  co-sponsored  by  industry 

(e)  new  program  initiatives  co-sponsored  by  regional  development 
programs 

(f)  collaboration  and  co-operation  activities 

-  or  other  criteria  established  by  Advanced  Education  and  Career 
Development  and  the  HEFC. 

3.  Funds  allocated  for  the  HEFC  are  front-end  loaded  with  a  3-5  year 
period  between  the  status  of  the  funding  changing  from  project  funds  to 
base.  The  deregulated  environment  is  intended  to  support  this. 

4.  Continued  allocation  of  transition  funding  during  the  project  status  period 
is  dependent  on  institutions  meeting  "milestone"  performance  objectives 
set  at  the  time  funds  are  allocated. 

5.  Overtime,  transition  funding  is  ended  as  the  deregulated  environment 
begins  to  operate  (see  Option  #1  above)  and  transition  funding 
disappears.  Government  support  for  institutions  is  then  set  on  a  triennial 
basis.  Since  funds  are  relatively  stable,  institutions  are  able  to  plan  their 
strategies  in  the  light  of  market  conditions. 

6.  Should  new  money  become  available  for  Advanced  Education,  funds 
should  be  allocated  to  the  HEFC  and  be  treated  as  transition  funding. 


3  This  option  is  being  used  as  the  basis  for  the  UK  system  development. 
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The  criteria  should  be  set  in  the  light  of  prevailing  economic  and  social 
conditions. 

This  may  appear  complex,  but  in  fact  it  is  simple.  Institutions  know  about  a 
significant  proportion  of  Government  funding  on  a  3-year  basis  and  are  free  to 
set  their  own  market  conditions  through  pricing  and  program  mix.  Transition 
funding  provides  some  opportunities  for  experimentation  and  change 
management. 


The  Advantages  of  Reducing  Core  Funding  and  Creating  Transitional 
Funding  in  a  Deregulated  Environment 

There  are  advantages  to  this  option: 

1 .  Institutions  would  have  a  sound  basis  for  planning  their  core 
activities  over  a  medium-term  period.  While  this  would  involve 
reductions  in  core  funding  -  something  that  is  already  clear  from 
Government  documents  -  uncertainty  would  be  removed  and  a  focus  on 
efficiency  could  begin. 

2.  Institutions  wishing  to  embrace  change  and  a  deregulated  market 
for  programs  and  services  would  be  encouraged  and  enabled  to  do 
so  with  the  aid  of  short-term  transition  funding. 

3.  Institutions  would  be  required  to  control  core  resources  in  a  tight 
fashion  -  through  taking  a  "hard"  line  on  wage  increases,  closing 
programs,  closing  parts  of  their  operations,  reducing  services  and 
focusing  on  their  "core  business"  and  consolidation. 

4.  Innovation  in  program  design,  delivery  and  co-operation  would  be 
encouraged. 

5.  The  Government  would  achieve  the  aims  of  fiscal  responsibility 
while  encouraging  educational  development  and  would  do  so  in  a 
deregulated  environment. 

6.  Rewards  would  flow  to  those  who  gained  the  most  efficiency  as 

measured  by  agreed  performance  indicators  (funds  would  be  reduced 
differentially  according  to  performance  measures).  This  would  give 
incentives  for  institutions  to  become  effective  while  at  the  same  time 
adding  capacity  to  the  system. 

7.  The  market  conditions  set  by  deregulation  would  permit 
expansion.  This  could  occur  both  for  existing  institutions  and  for  new 
entrants  into  the  market. 

The  Disadvantages  of  Reducing  Core  Funding  While  Creating  Transition 
Funding  in  a  Deregulated  Environment 

There  are  difficulties  with  this  option.  Some  of  them  are  listed  here: 

1 .   Some  institutions  would  claim  that  they  are  less  able  than  others 
to  respond  to  core  budget  reductions.  For  example,  older  institutions 
have  more  capital  costs  for  replacement  than  newer  ones;  institutions 
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with  a  comprehensive  program  mix  have  higher  costs  than  those  which 
have  a  limited  range  of  programs;  not  all  institutions  have  reached  the 
same  state  of  development.  This  would  give  rise  to  "special  treatment" 
pleas  by  some  institutions. 

2.  There  would  be  some  "chaos"  in  the  system  initially,  as  institutions 
sought  to  gain  internal  efficiency  while  at  the  same  time  bidding  for 
scarce  transition  resources. 

3.  The  creation  of  the  Higher  Education  Funding  Council  would  be  a 
difficult  and  costly  task  -  balancing  institutional  needs  against  those  of 
the  system  would  require  careful  selection  of  the  Council,  which  should 
be  comprised  of  institutional  representatives  and  some  public  members. 

4.  Internal  economies  would  not  show  quickly  and  institutions  would 
need  to  become  very  skilled  in  asset  and  resource  management. 

5.  There  would  be  resistance  to  internal  economy,  budget  reduction  and 
transition  funding  from  some  institutions  and  some  groups  within  the 
system  (e.g.  Faculty  Associations). 

6.  Transition  funds  could  be  used  to  bolster  inefficiency.  The  HEFC 
would  need  to  be  given  very  clear  guidelines  as  to  the  criteria  for  initial 
allocation,  annual  review  and  milestone  progress  reporting  against 
specific  performance  indicators. 

7.  There  would  be  disputes  concerning  the  nature  of  efficiency  gains, 

especially  if  the  consequences  were  differential  core  budget  reductions. 

8.  The  incremental  cuts  (progressive  reduction  of  the  core)  might  be 
more  damaging  than  a  one  time  system-wide  cut  of  some  substance 
that  was  then  the  basis  of  transition  funding  and  budget  reduction. 


Conclusion 

This  may  not  be  so  much  of  an  option  as  a  tactic  that  could  be  used  to  help 
achieve  several  options.  We  include  it  here  because  some  Governments  have 
regarded  this  as  an  option  in  its  own  right. 

While  this  is  a  complex  option,  it  was  seen  to  have  some  merits  in  creating  a 
"stepping  stone"  to  a  more  market-driven  system  for  post-secondary  education. 
The  problems  need  to  be  re-examined  and  the  idea  developed  further,  but  there 
are  many  possible  variants  of  the  proposal  which  would  have  valued 
consequences  for  the  system  over  the  medium  to  long  term.  As  one  group 
member  said  "short-term  pain  for  long-term  gain". 
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OPTION :  THE  2+  2  MODEL  OF  THE  DEGREE  PROCESS 


Basic  Description 

There  are  several  ways  in  which  the  2+2  model  could  be  used.  We  describe  one 
in  detail  and  make  reference  to  alternatives.  The  key  choice  relates  to  whether 
or  not  existing  Universities  would  be  permitted  to  continue  to  offer  (with  public 
subsidy)  the  first  two  years  of  degree  programs. 

Here  is  one  model: 

Universities  would  be  asked  to  fade  out  of  teaching  Years  1  and  2  of  degree 
programs  in  areas  where  transfer  programs  do  or  could  exist  in  community 
colleges.  The  first  two  years  of  degree  work  would  be  completed  at  Colleges  at 
a  lower  unit  cost  than  now  or  through  Athabasca  University's  seminar  and 
distance  education  offerings.  All  participating  Colleges  would  offer  a  common 
first  two  years  for  key  degree  programs  with  high  demand  -  Arts ,  Commerce, 
Science  -  thus  permitting  ready  transfer  into  any  of  the  Universities  in  the 
Province.  These  developments  would  be  funded  by  some  re-allocation  of 
resources  between  Universities  and  Colleges. 

The  Universities  would,  using  block  transfer,  receive  students  from  the  Colleges 
or  Athabasca  University  only  in  Years  3  and  4  and  offer  baccalaureate  degree 
completion. 

Students  who  opted  out  of  the  program  at  the  end  of  College  would  be  provided 
with  University  Certificates.  These  would  be  subsequently  transferable  to  a 
University  of  their  choice  for  degree  completion,  but  would  also  have  market 
status. 

The  aim  would  be  to  lower  the  costs  of  degree  completion,  increase  the  available 
options  for  degree  entry  and  increase  the  capacity  of  the  system. 


How  This  Would  Work 

The  following  measures  would  be  needed: 

1 .  AAE&CD  would  agree  a  timetable  for  the  transition  of  funds.  In  addition, 
it  would  set  target  enrolments  and  performance  requirements  for  all 
participating  institutions.  This  would  need  to  be  a  phased  program. 

2.  Once  the  process  began,  participating  institutions  would  be  required  to 
develop  a  common  core  Year  1  and  Year  2  program  that  could  be  taken 
at  any  institution  in  the  Province  and,  on  successful  completion,  block 
transfer  would  permit  the  student  to  finish  the  final  two  years  at  a 
University  of  his  or  her  choice. 

3.  Athabasca  University  would  be  asked  to  maintain  a  program  of  home 
study,  teleconference  and  seminar  delivery  of  key  courses  that  had 
multiple  application  across  undergraduate  degree  areas  so  as  to  permit 
flexibility  in  the  system  and  "fast-tracking"  by  students. 
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4.  Performance  indicators  set  for  the  Colleges  would  relate  to  both  quality 
and  costs.  The  intention  would  be  to  lower  the  total  costs  per  graduate 
within  the  system. 

5.  After  an  agreed  period,  all  Year  1  and  2  teaching  would  be  undertaken 
by  Colleges  in  Alberta  and  Athabasca  University.  The  three  campus- 
based  Universities  (University  of  Alberta,  University  of  Calgary  and 
University  of  Lethbridge)  would  provide  teaching  at  Years  3  and  4  and 
for  postgraduate  work.  Athabasca  University,  acting  as  a  province-wide 
service  centre,  would  provide  teaching  in  agreed  areas  for  Years  1  to  4 
and  for  selected  postgraduate  areas  of  high  demand  (e.g.  Education, 
Business)  so  as  to  "lubricate"  the  system. 

6.  Colleges  would  be  told  directly  not  to  apply  for  degree-granting  status  as 
it  would  not  be  given. 

7.  ACAT  would  be  asked  to  ensure  effective  credit  transfer  and  credit 
assessment  for  the  Province. 


The  Advantages  of  the  2+2  Model 

There  are  a  number  of  advantages  to  this  model.  These  include: 

1 .  The  system  is  "tightened"  through  an  agreement  on  a  common  first 
phase  (Year  1  and  2)  program  that  can  be  taught  in  Colleges  and 
through  Athabasca  University. 

2.  The  2+2  model  promotes  a  high  level  of  collaboration  in  the  system 
as  a  whole.  While  some  initial  transition  and  transaction  costs  might  be 
high,  it  should  lead  in  the  medium  term  to  cost  efficiencies 
measured  in  terms  of  costs  per  graduate. 

3.  The  proposal  eliminates  duplication  of  effort  and  focuses  resources 
by  least  cost  and  quality. 

4.  The  proposal  maximises  student  choice  by  creating  a  common  core 
which  is  block  transferable. 

5.  The  proposal  leads  to  an  integration  of  curriculum  planning  province- 
wide  by  degree  program  area. 

6.  The  proposal  deals  with  the  balance  of  University-level  work  and 
College  work  for  the  Colleges. 

7.  The  proposal  re-allocates  funds  to  least-cost  providers. 

8.  The  proposal  leads  to  an  increased  capacity  of  the  system. 

9.  The  proposal  removes  artificial  boundaries  between  institutions  and 
builds  on  their  distinctive  capacities  and  qualities. 

10.  The  proposal  increases  the  contribution  of  institutions  at  the 
regional  level. 
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11.  The  proposal  recognises  the  unique  role  that  Athabasca  University 
could  play  in  such  a  development. 


The  Disadvantages  of  the  2+2  Model 

There  are,  however,  a  number  of  disadvantages  to  the  proposal.  These  include 
(but  are  not  limited  to): 

1 .  Institutional  autonomy  about  the  design  of  programs  would  be 
reduced.  All  would  have  to  accept  a  common  Year  1  and  2  program. 

2.  The  proposal  would  make  duplication  obvious,  but  might  not  reduce 
overall  duplication  in  the  system. 

3.  Quality  differences  between  "sending"  institutions  would  be  of 
concern  to  receiving  institutions  who  would  now  be  more  dependent  than 
hitherto  on  these  sending  institutions. 

4.  There  would  be  high  start-up  and  transition  costs  for  the  proposal. 

5.  Re-allocation  of  funds  from  Universities  to  Colleges  might  lead  to 
job  loss  and  downsizing  of  the  Universities.  This  might  affect  their 
ability  to  offer  Years  3  and  4  and  to  increase  capacity.  It  would  also  be 
fiercely  resisted. 

6.  There  would  be  a  danger  that  Colleges  would  lose  sight  of  their 
core  mandate  and  switch  more  and  more  resources  to  University 
work,  leaving  a  gap  in  College  provision. 

7.  There  would  be  concern  about  the  loss  of  individuality  of 
institutions  and  their  ability  to  respond  quickly  to  developments  in 
the  disciplines. 

8.  Coordination  and  transaction  costs  would  be  high  and  might  reduce 
the  cost-efficiency  gains  on  which  this  proposal  is  primarily  founded. 


Conclusion 

This  proposal  would  have  far-reaching  consequences  if  implemented.  Further 
examination  is  required. 

There  are  other  versions  of  this  model  which  are  variants  -  for  example  a  1  +  3 
model  or  a  3  +1  model.  The  analysis  would  change  slightly  with  these  different 
models. 
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OVERALL  CONCLUSION 

The  group  met  on  a  number  of  occasions  and  worked  well  together,  reflecting 
the  commitment  of  those  involved  with  the  systems  and  others  to  work 
collaboratively  to  solve  Alberta's  problems.  The  ideas  generated  here  provide  a 
sufficiently  broad  base  for  a  widespread  public  consultation  that  will  lead  to 
Alberta  rethinking  its  post-secondary  education  system  and  its  resourcing. 

There  are  some  things  which  this  paper  does  not  deal  well  with  -  research  and 
the  problems  associated  with  Students  Finance  Board  funding  are  just  two 
examples.  Readers  need  to  appreciate  that  our  concern  was  with  the  "broad 
brush"  of  policy  matters.  It  is  the  case,  however,  that  the  full  discussions  of  the 
group  did  include  explorations  of  these  issues.  In  fact,  suggestions  about 
unbundling  the  functions  of  teaching  and  research  are  made  at  various  points  in 
the  document. 

It  is  our  hope  that  this  report  will  be  of  value  to  those  now  charged  with  the  task 
of  making  decisions  for  all  of  our  future. 
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GLOSSARY 


Academically  qualified  student  -  a  student  who  meets  the  criteria  for  a 
program  as  laid  down  by  the  persons  responsible  for  the  program. 

CML  -  computer  mediated  learning. 

Equity  of  access  -  qualified  students,  as  defined  by  the  requirements  of  the 
specific  programs,  should  have  equal  opportunity  to  access  a  program. 

Generic  strategy  -  a  strategy  which  has  distinctive  and  unique  properties  which 
differentiate  it  from  other  strategies.  The  strategy  is  unlikely  to  change  over 
time,  though  aspects  of  its  implementation  will. 

Guide  price  -  an  agreed  base  price  for  a  good,  service  or  program. 

Lifelong  learning  -  the  ongoing  requirement  for  access  to  education  throughout 
a  person's  life. 

Loosely  Coupled  System  -  a  collection  of  organizations  which  have  loose  links, 
one  to  another.  This  is  in  contrast  to  a  highly  integrated  system. 

Outsourcing  -  the  practice  of  offering  work  currently  undertaken  within  an 
institution  to  a  private  contractor. 

Performance  indicators  -  agreed-upon  measures  that  seek  to  indicate  how  an 
organization  has  performed. 

PCAB-Like  Body  -  an  accreditation  body  or  organization  that  builds  upon  the 
practices,  experience  and  history  of  the  Private  Colleges  Accreditation  Board  of 
Alberta. 

Social  wellness  -  we  see  wealth  creation  and  a  healthy  society  (physically  and 
psychologically)  as  linked.  When  society  is  well  because  of  employment,  a 
strong  social  fabric  and  effective  public  institutions,  social  wellness  can  be  said 
to  be  occurring. 

Unbundling  teaching  and  research  -  separating  dollars  allocated  for  these  two 
functions  in  the  Universities. 

Value  added  -  the  extent  to  which  the  work  of  one  person  or  a  team  creates  new 
value  for  the  recipient  of  a  service  or  product. 

Wealth  creation  -  the  creation  of  economic,  social  and  personal  well-being 
through  a  sustainable  economic  development  strategy  aimed  also  at  wellness. 
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